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Senate Bill No. 383

CHAPTER 368

An act to amend Section 10980 of the Welfare and Institutions
Code, relating to food stamps, and declaring the urgency thereof, to
take effect immediately.

[Approved by Governor September 13, 1985. Filed with
Secretary of State Septernber 13, 1985.]

LEGISLATIVE. COUNSEL'S DIGEST

SB 383, Royce. Food stamps: penalties.

Existing law provides for the Food Stamp FProgram, which is
administered by each county.

This bill would provide that whoever knowingly uses, transfers,
sells, purchases, or possesses food stamps or authorizations to
participate in the federal Food Stamp Program in any unauthorized
manner is; (1) guilty of a misdemeanor if the face value of the food
stamps or the authorizations to participate is $400 or less, and shall
be punished by imprisonment in the county iail for a period of not
more than six months, a fine of not more than $500, or by both such
imprisonment and fine, or (2) guilty of a felony if the face value of
the food stamps or the authorizations to participate exceeds $400, and
shall be punished by imprisonment in the state prison for a period
of 16 months, 2 years, or 3 years, a fine of not more than 85,000, or
by both such imprisonment and fine or by imprisonment in the
county jail for a period of not more than one year, or a fine of not
more than §1,000, or by both such imprisonment and fine.

This bill would, by creating new crimes, create a state-mandated
local program.

The California Constitution requires the state to reimburse local
agencies and school districts for certain costs mandated by the state.
Statutory provisions establish procedures for making that
reimbursement.

This bill would provide that no reimbursement is required by this
act for a specified reason.

This bill would take effect immediately as an urgency statute.

The people of the State of California do enact as follows:

SECTION 1. Section 10980 of the Welfare and Institutions Code
is amended to read:

10980. (a) Any person who, willfully and knowingly, with the
intent to deceive, makes a false statement or representation or
knowingly fails to disclose a material fact in order to obtain aid under
the provisions of this division or who, knowing he or she is not
entitled thereto, attempts to obtain aid or to continue to receive aid
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to which he or she is not entitled, or to receive a larger amour than
that to which he or she is legally entitled, is guilty of a misdemeanor,
punishable by imprisonment in the county jail for a period of not
more than six months, a fine of not more than five hundred dollars
{$300), or by hoth such imprisonment and fine.

{b} Any person who knowingly makes more than one application
for aid under the provisions of this division with the intent of
establishing multiple entitlements for any person for the same period
or who makes an application for such aid for a fictitious or
nonexistent person or hy claiming a false identity for any person is
guilty of a felony, punishable by imprisonment in the state prison for
a period of 16 months, two years, or three years, a fine of not more
than five thousand dollars {§5,000), or by both such imprisonment
and fine, or by impriscnment in the county jail for a period of not
more than one year, or a fine of not more than one thousand dollars
{$1,000), or by both such imprisonment and fine.

(c) Whenever any person has, by means of false statement or
representation or by impersonation or other fraudulent device,
obtained or retained aid under the provisions of this division for
himself or herself or for a child not in fact entitied thereto, the person
obtaining such aid shall be punished as follows:

(1) If the total amount of such aid obtained or retained is four
hundred dollars {$400) or iess, by imprisonment in the county jail for
a period of not more than six months, & fine of not more than five
hundred dollars ($500), or by both such imprisonment and fine.

{2} If the total amount of such aid obtained or retained is more
than four hundred dollars {$400), by imprisonment in the state
prison for a period of 16 months, two years, or three years, a fine of
not more than five thousand dollars (85,000}, or by both such
imprisonment and fine; or by imprisonment in the county jail for a
period of not more than one year, or a fine of not more than one
thousand dollars ($1,0080), or by both such imprisonment and fine.

(d} Any person who knowingly uses, transfers, acquires, or
possesses blank authorizations to participate in the federal Food
Stamp Program in any manner not authorized by Chapter 10
(commencing with Section 18900) of Part 6 with the intent to
defraud is guilty of a felony, punishable by imprisonment in the state
prison: for a period of 16 months, two years, or three years, a fine of
not more than five thousand dollars ($5,000), or by both such
imprisonment and fine.

(e} Any person who counterfeits or alters or knowingly uses,
transfers, acquires, or possesses counterfeited or altered
authorizations to participate in the federal Food Stamp Program or
food stamps in any manner not authorized by the Food Stamp Act
of 1964 (Public Law 88-525 and all amendments made thereto) or the
federal regulations pursuant to the act is guilty of forgery.

(f) Any person who fraudulently appropriates food stamps or
authorizations to participate in the federal Food Stamp Program
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with which he or she has been entrusted pursuant to his or her duties
as a public emplovee is guilty of embezzlement of public funds.

(g) Whoever knowingly uses, transfers, sells, purchases, or
possesses food stamps or authorizations to participate in the federal
Food Stamp Program in any manner not authorized by Chapter 10
{commencing with Section 18900), of Part 6, or by the federal Food
Stamp Act of 1977 (Public Law 95-113 and all amendments made
thereto) is; (1) guilty of 2 misdemeanor if the face value of the food
stamps or the authorizations to participate is four hundred dollars
{$400) or less, and shall be punished by imprisonment in the county
jail for a period of not more than six months, a fine of not more than
five hundred dollars {3500}, or by both such imprisonment and fine,
or {2} guilty of a felony if the face value of the food stamps or the
authorizations to participate exceeds four hundred dollars {$400),
and shall be punished by imprisonment in the state prison for a
period of 16 months, two years, or three years, a fine of not more than
five thousand dollars ($5,000), or by both such imprisonment and
fine or by imprisonment in the county jail for a period of not more
than one year, or a fine of not more than one thousand dollars
{$1,0003, or by both such imprisonment and fine.

SEC. 2. No reimbursement is required by this act pursuant to
Section 6 of Article XII1 B of the California Constitution because the
only costs which may be incurred by a local agency or school district
will be incurred because this act creates a new crime or infraction,
changes the definition of a crime or infraction, changes the penalty
for a crime or infraction, or eliminates a crime or infraction.

SEC. 3. This act is an urgency statute necessary for the
immediate preservation of the public peace, health, or safety within
the meaning of Article IV of the Constitution and shall go into
immediate effect. The facts constituting the necessity are:

In order to ensure that specified illegal acts concerning the use of
food stamps are subject to criminal penalties, as soon as possible, it
is necessary that this act go into immediate effect.




In twa cases, operators,

If the obstacles to eperating supported work as part of a larger
entity can be resolved, rhe program stands a better chance of becoming a
stable part of the local employment and training programming; a public
agency actuallyv performing program development and implementation is more
likely to provide the rescurces and time necessary that it might find
intolerable in a subcontractor. Also, interested apency leadership can
use its awareness of local development and lecal interests to create both
usefulness and opportunity for the suppoerted work program. For example,
the Now York City program placed supervisors and supported work crews in
the main public library to perform a variety of librarian, administrative
and custodial tasks. Library staff trained them. This worksite was
developed when funding was inadequate to keep the library open on week-
nights ;nd Saturdays. Many of the workers on this site later got transi-

tion jobs 1in libraries or other parts of the book industry.

Newlv Created Nonprofit Corporations

The important thing 1s to be realistic about this option and to
realize that relatively small, complex and specialized programs are most
susceptible to buffeting bv the ordinary workings of a typical bureaucracy,

Setting up an independent, nonprofit corporation was a fairly common
approach used in the national demonstration to operate the supported work
programs. These nonprofits were set up with the blessing of the local or
state goverament that desired to participate in the national demonstra-
tion, but they were, for the most part, thereafter’viewed by the spounsors
as 1ndependent operating agencies not under the direct control of the

spensering local government, FEach new corporation developed -ga board of
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directors to whom it was responsible, and this board usually consisted of
a combination of local labor, business, social agency, political and
community leaders. This approach presumably guaranteed the independence
needed for the entreprenmeurial aspect of supported work while retaining
enough of a tie to the sponsoring agency to give the program a somewhat
Mfavored” status in getting local monies, working through bureaucracies
and being informed of new work areas that would be mutually beneficial to
both lecal government and the supported work program.

The entrepreneurial part of the equation turned out largely as
presumed: those programs that have developed the most "private-sector''-
like worksites (e.g., tire recapping, gas station and auto parage,
furniture design and construction, boat-building) are comsistently the
independent nonprofits. These mnonprofits alsc developed more, and wmore
innovative, worksite arrangements with the private sector.

The relative uniqueness of the worksites” development conducted by
the nonprofits is 1argely. artributabhle to three factors. First, the
nonprofit agencies seemed to attract more staff with entrepreneurial and
business backgrounds. Second, being relatively small and out of the
limelight of regular public agency business, they could undertake higher
risk wventures, Third, thev were not Lmpeded in the hiring of staffl,
purchasing of materials and implementing of plans by the procedures and

layers of approval usually present in a public agency.

This "entrepreneurial flair" approach is a tempting one, and it does
produce worksites which are, in many cases, more interasting not only to
the program observer or monitor but te the participant as well. However,

it is an appreach that, if tsken, must be based on the skills and experi-
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ence of program management, and not on the hopes and dreams of pProgram
planners. The three programs closed down during the demonstration were
all nonprofits, and all had amhitious revenue-producing worksite plans
which they could not manage. 1In addition, a number of more interesting
and skilled worksites initially set production standards higher than was
reasonable for the workforce, got locked into deadline production con-
tracts and found it difficult to put adequate resources into developing
and structuring the basic supported work elements into their programs.
Greater attendance preblems, resignation and termination rates were the
result.

Thus the use of a sole-purpose nonprofit to develop and operate
supported work should be bhased on unique worksite opportunities kpown to
the planners, and the availability of particularly innovative personnel.
Simply setting up a nonprofit to operate supported'work will not neces-
sarily produce a more inmovative or better program. It will cut through
a lot of red tape, 1f that is necessary; it will concomitantly create
the need for an active local board of directors for oversight and the
assurance of adequate fiscal systems and controls. It will require
an especially skilled and active director, since the tasks of fund-
raising and public relations will be two of his or her primary responsi-
bilities, whereas these tasks are shared with parent agency staff in the
other institutional arrangements discussed in this chapter, It will
require the ongoing development and maintenance of relationships with key
local groups and agencies so that independence does not turn out to be

isolation,
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Existing Nomprofit Organizations

The other approach most utilized in the national demonstration was

to have an existing lecal nonprofit agency Involved 1in employment or
other soccial benefit programs set up supported work as an operating

division of the parent agency or as a nenprofit corporation controlled

by the parent agency. This approach had the advantage of allowing the
supported work staff to focus its efforts on program management and

operations, and having some of the burden of fund raising and public

relations taken on by parent agency staff, who are often experienced and
skilled at these tasks. This 1s one of the primary advantages of such

an arrangement, and it gives the program the opportunity to concentrate

the necessary resources on the develcopment and implementation of suppor-

ted work program elements and technigues. This arrangement often also

ensures greater cash fiow stability and a more careful local oversight of
program expenditures, since the parent agency usually takes on some
responsibility for fiscal systems and audits. Such agencies are usually
experienced 1in the development of special programs for the severely
disadvantaged, and during the demenstration, three programs operated by
such agencies (a Wational Urban League chapter, a Community Action Agency
and a Spanish-Speaking Unity Council chapter} utilized their experience
and resources to implement the major supported work program elements in
particularly creative and effective ways. The "Program Elements' chapter
1llustrates some of these techniques. All four of rthe demonstration

sites that operated as parts of existing nonprofit agencies performed

closer to contract standards than did their sole-purpose nonprofit

counterparts,
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There are, naturally, several disadvantages to this kind of arrange-
ment . One 1is that the parent agency usually has other programs and
interests besides supported work, so that on occasion, new funding
sources, worksites or institutional relationships that would be appro-
priate for supported work are not utilized for supported work. This
disadvantage is an inevitable by~product of a parent agency arrangement
and, though it may cause some disappointment, is just the price of doing
business this way. The compensation is, of course, that the parent
agency may obtain types of funding, worksites and r‘elationships for the
supported work program that an independent supperted work corporation
could not secure on i1ts cwn.

More severe disadvantages to this kind of arrangement can arise when
the parent agency is so small that the supported work program quickly
becomes its dominant program, causing the parent agency staff to behave
not like an oversight and policy guidance agency, but rather like another
laver of program management, or tries to use the supported work program
to further the success of another program it is more interested ip and
dedicated to. Both these situations arose in the national demenstration,
and in each case, the supported work program eventually split off and
functioned as an independent nonprofit corporation.

The success of the parent agency approach depends largely on the
existence of a competent, interested, experienced agency -~ one whose
leadership 1is interested in supported work, but whose other program
interests are such that supported work will be allowed to develop accord-
ing to its program principles and needs. This approach usually provides

visibility in the political and community interest-group sectors. It
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will rarely produce the number of innovative worksites or poor management
decisions of the free-standing nonprofits nor quite the funding and
institutional stability or bureaucratic entanglements of a local govern-
mental agency. It is "the middle way,” but an excellent way to go if it
1s locally available.

Although demonstration experience has ruled out the feasibility of
operating a supported work program as a free-standing for-profit corpo-
ration, it should bg noted that ne program to date has been operated as a
subsidiary unit of a for-profit corpaoration. As stated earlier, it is
pessible, given the right set of circumstances and personnel, for any of

the above arrangements —- or even others -- to work,

Board of Directors and Adviscry Committees

No matter what the institutional arrangement, it is advisable for a
supported work program to have a board of directors {(if it is set up as a
nonprofit corporation) or an advisery committee. This group will be
composed of citizens who represent local interests most affected by or
most involved in the supported work programs, and who, as individuals,
are supportive of the program. It will generally be composed of repre-
sentatives from organized laber, business, banking, legal, interested
community groups, governmental agencies and anv special areas of exper-
tise or knowledge that the program requires.

This group, composed usually of persons with zlready busy careers,
will not and should not be expected to functicn as an active oversight or
management agency. Its value is more in providing advice as to what kind
of acrivities would be valuable to the local community; inroads to

getting involved in those activities; early warning as to the kinds of
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sectors of the local community; assistance in resolving problems that do
arise; and, for a free-standing nonprofit, evaluation of program fiscal
and top management staff performance and community response,

To get this value from the board or advisory committee is largely
the responsibility of the program director, and, based on the experience
of the national demonstration, is not easy to achieve. The ability to
utilize this group properly falls into several general! categories:

1. The board or advisory committee must be appropriately informed
as to the program’s activities. This sounds easy enough, but in
fact involves careful planning and forethought by the director.
Busy people do not have the time, capacity or interest to absorb all
the activities of the program. Several programs so inundated their
boards with material that the boards vacillated between being overly
involved in operational details and simply not paying attention to
the massive amount of materials submitted, and thus not noticing the
issues that did deserve their atrention. Other directors gave only
oral presentations of program activities, only to find that they
ended up with uninvolved boards unwilling to expend much effort in
helping the program when that help was needed.

The most wuseful and productive approach is to prepare brief
written summaries of program activities that highlight those issues
of general interest and those of interest to specific members.
Sending these materials out in advance of the monthly or bimoathly
board meeting, with notes pointing out to individual members issues
of particular interest, is one way to promote active involvement of

the beoard.
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2. The board or committee must develop some general guldelines as
to what kinds of activities require its formal review and approval.
Most boards want to approve contracts or grants over a specified
amount, any program or staff expansion, new worksite ventures and
capital or equipment expenditures above a certaln amount, The
program director can usually guide the board in this process by
suggesting those matters which should receive repular board or
committee review. Although review can lead to sethbacks, 1t ensures
an azctive, invelved board, a2 discussion of key issues from various
perspectives and a beard more likely to assist the pregram when
activities it has approved run into problems. Defining key areas
of board interest alsc can serve as boundaries against tso much
meddling in day—to—day affairs, and serve to aid in forming sub-
committee areas or seeking appropriate new members.

This issue of defining a board’s areas of responsibility and
decision-making plagues even large, well-established for-profit
companies, and has caused several companies over the past few vears
to develop "jeob descripticns" for their board.

3. The beard or committee must have some established criteria by
which to evaluare the program’s performance. Again, 2 savvy program
director will take the initiative in this process and in sc doing,
clarify for him- or herself and the board the kev performance
indicators. Doing this also helps define the kind of program
activities about which the board must be kept informed. Chapter VI
outlines some performance indicators which MDRC found useful in

evaluating the national demonstration programs and included in its
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annual contracts with the local operating agencies,

Management Structure and Staffing

Effective management structure and personnel are key items in the
successful functicning of any organization, and supported work is no
exception. However, because a supported work program does not, by
definition, have the requisite stability at the bottom of the workforce,
a typlcal hlevarchical structure is impossible., More so than traditional
organizations, the buck really does stop with the director of a supported
work program. No matter what form the structure takes == and it can take
variocus forms and include different titles —-- the director must provide
accountability, oversight and review, Beyond that, the structure must
adequately allow the major funetions or tasks of the program to be
performed: intake (outreach, interviewing, eligibility werification,
hiring processing, orientation and job assignment); worksite development,
worksite implementation, coordination and supervision; grant development,
negotiation and reporting; fiscal accounting, reporting and internal
controls; internal record-keeping and reporting; job readiness develop—
ment and placement services; overall program guidance and control. It is
the director whe must holid it all together.

The programs in the national demonstration developed a variety of
structures to account for these tasks and any others peculiar to their
local situvation, There 1is no inherent magle in any of them; each
developad as the needs and direction of the program became clearer over
time. Whatever organigational structure is used, however, the following

issues pertinent to a supported work organization and its management are
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bound to arise:

The selection of a program director is of

course key to the
program’s implementation. Unsurprisingly the demonstration
uncovered no obvious criteria to aid in the selection of thie
Yright person.” Individuals with private sector or public
sector, administrative or operational, client group or not
backgrounds succeeded, failed and struggled at about the same
rates. Those that succeeded had a clear view of the kind of
program they wanted, which wusually coincided with their
already—developed skills; even that generality dees not account
for vast differences in management skills among the directors,
regardless of the clarity of their views, Perhaps the best
indicator of the necessary manapement skills initially required
is a previcusly successful experience in the development of an
operating entity, either private or public sector, in addition
to some political expertise, since the success of a supported
work program is often dependent upon the political winds at all
levels. Throughout the five year demonstration, seven of the
fifteen programs changed top management 1n response o perior-
mance problems; three of them changed leadership more than
once. 1In four of the seven programs where leadership changed,
that change provided the impetus to better performance, and
continued participation in the demonstration.

Not only must worksites be developed and operated to work; thew
must also be implemented to provide the key supported work

elements. The worksite development function is a critical one




bevend 1its revenue potential and operating efficiency, and the
director must make certain that program integrity 1s maint ained
at each worksite. Since the key program elements often inter—
fere with the development of attractive worksites or the
efficiency of their production capacity, they are ecasy for
staff to overlook in carrying out their separate functions.
The director is responsible for ensuring the integrity of the
program and therefore must be responsible for seelng that al

worksites are supported worksites. One program created a staff
committee on worksite development, composed of the controller,
operations director and job development specialist, whose task
1t was to review all propesed worksites for their fiscal and
operational soundness, transition potential and use of sup-—
ported work elements, Any disapgreement within the committee
was resolved by the program director. Mast program directors
stavy intimately involved with the worksite development process,
regardless of who 1s directly responsible,

The success with which the job readiness, developmant and

L)

placement functions are carried out is in some respects ''the

bottom line"

of a supported work p;ogram's performance, It is
easy, particularly in the early months of program start-up, to
put these tasks aside on the grounds that it will be many
months before supported workers are ready to use them; besides,
organization building, worksite development and operation and

ongoing contact with funding agencies constiture Ffull-time

chores, Demonstration experience was that such delaving was
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usually regretted. some supported workers are ready for job
transition after four or five months of supported work.
Developing non-supported jobs and contacts are not easy tasks,
particularly in their initial stages, and nced some lead time
before results are available. Consequently, even though
supported workers are penerally not availsble for placement in
the early months of operation, the director’s focus on how and
by whom the tasks of job readiness, development and placement
will be performed must be one of priority. The chapter on
transition explores this task more fully.

A supported work program is perpetually balancing its some-
times conflicting programmatic, individual development and
business cperation and productvity goals. Many program obser-
vers, and program directors themselves, have noted that this
tension 1s a useful one: it restrains the program from becoming
too business-like, by pressuring participants with production
deadlines and revenue achievement, and neglecting its graduated
stress and developmental goals, or too ancillary service and
individual problem~oriented -- in other words, a psychotherapy
program -- reduclng the program’s approximarion of an unsup-
ported job and the participants’ chances for successful
transition. This tension 1s discussed and debated at the
management level, as it should be, but is experienced most
directly at the supervisor level. The quality of eny partici-
pant’s supported work experience is determined by progranm

management perscnnel, whatever organizational structure thev
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have created, and how the individual superviser carries out the
program’s purpose. Thus the organizational structure should
allow, through rtraining, on-site monitoring, reporting and
staff committee and meeting mechanisms, the opportunity for
information and i1deas on how the propram is being implemented,
and how 1t could better bs implemented, to flow cpenly in the
organizational structure. An overly-hierarchical structure of
staff and supervisor communication will probably isolate and
demoralize worksite supervisors and prevent management staff
from knowing the actual content and quality of the pregram they
are managing.

Most directors reserve some time each week to visit
worksites, and many arrange regular meetings with thelr work-
site supervisors to discuss problems and possible solutions.
This kind of contact is usually informative for the director,
sometimes produces substantive decisions and is always impor-
tant as an indicatlon to worksite supervisors that the program
director is well aware of and concerned with what’s going on at
the worksites,

No matter how entrepreneurial and business—-like a program’s
operatrions and worksites, 1t is usually primarily supported by
public funds. Proper fiscal procedures and decision-making
process for expenditures and pavyments, ongoing wmechanisms for
managemant monitoring of these procedures and decisions and
regular certified audits are all necessary components for a

proper use and accounting of public funds. MDRC has produced a
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handbook of fiscs! gnidelines and procedures applicable to =2
supported work pragraw, and a basic checklist for directors to
use 1n reviewing the f:iscal system with the controller. The
program director, particularly of a newly-created nonprofit
with local agency oversight or assistance, must be aware of the
need for fiscal systems that he or she can basically understand
and monitor, In a publicly-funded program, the proper use of
and accounting feor funds, and acceptahle proof theteof, are
critical.

Management of supported work is similar to that of any organization
in that delegation, span of control and job tasks must be properly
defined and integrated; organizational and individual performance goals
must be ad3qua£e1y shaped, monitored, evaluated and reshaped; internal
svstems of decision-making, communication and information flow must be
established to maximize the supported work organization’s chances of
meeting its gosals. There are numerous management training and system
bocks, courses and packages which deal with these general issues, and
most of them developed by established business training organizations,
like the American Management Association, provide adeguate general
guidance.

However, supported work also requires management personnel dedicated
to the social goals of the program. It is those goals, and the workforce
they represent, that compound the difficult task of running a mini-con-
glomerate, and provide management with its most troublesome dilemmas and

its greatest satisfactions.
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CHAPTER VI

PERFORMANCE CRITERIA

The preceding chapters have addressed many of the crucial planning
and implementation issues to be dealt with in setting up and operating a
supported work program. This chapter lays out some of the major criteria
to use in evaluating program performance. It is based on the actual
performance of the demonstration sites over a six-year period.

MDRC used these performance criteria in developing annual contracts
with the local operating sites, and to a significant degree used the
fulfillment of performance goals as & facter to be considered in 1ts
decision on whether and in what amount to continue investing national
funds in individual operating sites. (4 sample policy follows this
chapter.) Thus the careful formulation of goals under these various
criteria, and reviews of actual performance against those goals, are a
critical part of the process of ensuring that funds invested in supported
work are achieving appropriate results.

However, there are several caveats to using quantifiable indicators
in evaluating program performance. Firsgt, there must be a sound infor-
mation-producing system, which inputs and outputs reliable data. System
development, training of local staff for use and quality control pro-
cesses must be carefully set up and periodically reviewed i1f the setting
and evaluation of quantifiable indicators is to have even a minimal
threshold of wusefulness, Second, there are various trade-offs among
quantifiable goals, and quality considerations underlying raw numbers,

which are either impossible or simply too unwieldy to quantify but which
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play an important part of evaluating program performance. For example: a
higher placement rate can be achieved by placing graduating supported
workers into low-wage jobs with high turnover rates, or by placing
supported workers in available jobs when in truth they are not ready for
such placements. Or, it 1s possible to lower public costs by pushing
production of worksite revenues at the expense of the supported work
programmatic elements -~ which is usvally attended by a high early
termination rate.

Thus it is impertant that the various goals be seen in relation to
one another, and in relation to supported work’s ultimate purpose of
providing participants with the habits, attitudes and experience which
will allow them to obtain and maintain regular jobs. MDRC’s experience
has been that the quantifiable indicators are most useful in conjunction
with regular on-site evaluations of the various key aspects of a pro-
gram’s regular functioning. For instance, in addition to positive

placement rates and their use as an indicator of program performance,

negative termination rates -- although not a measure of anything quanti-
fiable -~ also indicate something about program performance, and must be
watched. It 1s not the point of supported work to fire most of its

participants, so a program with high negative termination rates may be
doing something wrong. Neutral rates, on the other hand, particularly
when assoclated with AFDC participants, are usually justifiable because
that population often encounters health problems, family complexities
that preclude work, or child care problems. It is the negative rates
that should signal trouble with the program.

Table VI-1 lays out the demonstration performance under each major
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criterion, by target gvoup, in 1980.

Placement

During the last £five vyears, the programs have demonstrated that
job readiness training and activities are most effective if begun several
months in advance of the anticipated placement date. The first six
months of the operational program are, actually, just barely sufficient
time in which to lay the groundwork for permanent placements: informing
the community, beginning job readiness preparation classes an& acti—
vities for the participants, meeting with potential employers, and the
like, The actual techniques and strategies for the placement of sup-
ported workers into regular unsubsidized jobs are discussed in depth in
Chapter IV.

The placament'rate for the national demonstration sites was calcu-
lated by dividing for a given time period the number of supported workers
placed in vunsubsidized jobs by the total number of departures from the
program (for any reason). This 1s a tough standard, but it assures an
honest accounting of program success in accomplishing its ultimate
goal.

The placement rate will, by virtue of the way it is calculated, get
off to a2 bad start in the first few months of operations. This is
because dropouts and terminations in the initial months of program
operation will not be offset bv positive departures, It is all the more
important, therefore, to have the placement apparatus ready early, so
that this early statistical imbalance is not exacerbated by an actual low
placement rate for the initial group of job-ready workers,

The quality of individual placements, as well as the overall rate,
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should be carefully meonitored by the program management staff, to ensure
that the jobs being obtairned are not short—term, high turnover minimum
wage jobs. During the course of the national demonstration, most of the
jobs obtained by supported workers have been entry-level jobs with wages
from 20 to 25 percent abowve ehe minimum wage. With the exception of
roliover placements, they have not generally been related to the type of
job the pérticipant had during his or her program stay.

There are substantial wvariatioens in unsubsidized job placement
performance from target group to target group, the AFDC recipilents having
had the best performance to date. During the first six months of 1980,
the AFDC placement rate to regular, unsubsidized jobs was 41.7 percent.
Ex-offenders and ex—addicts had placement rates of 31.5 and 36.2 percent,
regpectively, and youths 28,8 percent, A new site should be able to

achieve these rates by the end of 12-15 months of operation,

cost

As with the start-up of any organizaticn, profit or nonprofit, the
cost of a supported work program during the early months is high relative
to its product or observable accomplishments. Many of the administrative
and operational staff must come on board early to assist in planning,
organizational and other early implementation tasks before supported
workers are actually hired; equipment and other one-time expenses
are assumed during this period; and supported workers are enrciled
according to a gradual phase~in plan, so that the percentage of program
expenses going to supported worker wages 1s at its lowest during the
early months. It is critical that the program director push hard to
get through this early period as guickly as possible so that the program
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can proceed to operate within sensible, cost-efficient parameters. By
the end of the third quarter of operations a supported werk program
should be operating within the cost standards set forth below and in
Table IV-1.

Public Subsidy Cost Per Person-Year. It is likely that one of the

primary reasons why supported work gained a reputation early on for being
a high cost program was because of the persen-year cost unit of measure-

ment, net because of particularly high costs, Person-year cost does not

measure the cost per participant, as many pregrams curreatly de, but the
cost of maintaining one active worksite slot over a 12 month periocd. The
actual slot might be filled with one, two, three or more consecutlive
participants during that 12 month period, depending upon the workers’
length of stay.

This unit of measurement is a very useful management tocl. It
offers no benefits to local coperations for moving participants through
the program quickly. Supported work is designed to deal with partici-
pants sufficiently disadvantaged that some may in fact reguire the
full 12 months of program participation before they are ready for a
regular job. Thus, as a management tool, this measurement offers no
incentive for programs to push workers out too soon or to fire difficult
workers before working with them to the fullest extent possible, in order
to loock bhetter in cost terms.

The public subsidy per person year is arrived at by subtracting
service project revenues from total revenues (leaving "unearned™ public
funds) and dividing that number by the number of person-vears for the

same time peried, By excluding the revenues received by the program for
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goods and services rendered, it indicates solely the public grant funds
required to operate the supported work program. The excluded sevvicw
project revenue is revenue acquired for work performed. There is consi-
derable incentive for local programs to attempt Co earn more worksite
revenues in order to lower the cost to public rTescurces. Over the course
of the demonstration worksite revenues increased from 13 to 25 percent of
total revenues., Even this twofold increase underestimated the signifi-
cance of the zmounts earned since the total demonstration program went
from nine to $36 million during the six years of the demenstraticn.

The average public subsidy cost per person-year is currently
$10,700. During the first operating year, the public subsidy cost will
probably be anywhere from $500 to $2500 higher than this, because of the
gradual phasing in of participants, some up-front non-recurring imple—
mentation costs and the difficulties in serving revenue-producing con-
tracts for an organization with no track record. New programs can expect
to be on target with respect to this cost by the l5th month of cperation,
however.

The demonstration supported work programs are operated either by
discrete organizations, solely involved in the operation of supported
work, or in a few cases by separate units of larger organizations. The
public subsidy figure is therefore inclusive; there are no hidden costs,
such as unallocated overhead expenses, which do not show up in the fiscal
reports. It should also be noted, given that the participants are
gseverely disadvantaged, that this $10,700 cost is not particularly high.
The 1980 public cost for a Title VI slot is estimated at $11,300.

The $10,700 figure is of course an average; some programs’ costs
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are as low as 59,000 and others as high as $12,000. Most of these
differences are related to the intensity of supervision, the kind of
worksites operated, and the level of local grant resources generated
compared with service project revenues. Most programs above the average
have high costs because of local funding of and interest in worksites
which are more expensive to operate. For example, one local program has
a public subsidy cost of over 512,000 because the local community granted
the program a combination of Community Development (CD} and CETA funds to
do housing rehabilitation where it was most needed in the inner city.
Constructlion worksites are always expensive, because of the unavoidable
expenses incurred for eguipment and supply costs; the grants also speci-~
fied professiomally qualified supervision, at a ratio of one supervisor
*n five supported workers. In this case, the program’s high cost was
justiz:ed, since it was not the result of poor or inefficient management

nut of the inevitable costs imecurred by an operator of a high cost

construction project, which had community backing.

Allecation of Public Funds to Worker Wages. A major cause of

mighar than average public subsidy cost is often high attendance rates,
wiilch cause higher participant wages per participant year. Clearly
ccats should not be measured ewxclusively in such a way as to penalize the
nrograms doing well in this regard. Therefore, the percentage of public
funds directly applicable to worker wages and fringe benefits has been
used as a supplement to the public subsidy measure.

The absolute minimum percentage for this measure should be between

5%-60 percent, The current naticnal average is about 66 pergent; some
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programs achieve as high as 80 perceat. While performance may be some-
what low in the first three quarters of program implementation, it should
improve to standard by the end of the first operating year.

The two cost measures discussed above are the major cost indicators
for supported work. If they are running at or better than the specified
goal, or have soundly justifiable reasons for being above the goal, the
other subsidiary, more detailed cost indicators will, by definition, be
met. Outlined below are the subsidiary cest indicators used to evaluate
supported work programs and to help pinpoint particular program defici-
encies. As these indicators can vary justifiably for a variety of
reasons, an acceptable range is provided for each indicator.

Sraff. This measure is obtained by calculating the percentage of
management, administration and service staff costs of the total program
expenses. All program staff, both central administrative and those who
deliver services directly to the participants (e.g., counselors and job
developers) should be included; only worksite supervisory staff are
excluded. Goal: 13 to 18 percent of total costs.

Total Administrative Costs. This measure, total management cosis as

a percentage of total program costs, inciudes all those management staff
cited above, plus office occupancy and equipment costs, insurance,
bonding, auditing, legal, consultant, and travel expenses. Goal: 20 to
30 percent.

Worksite Supervision, Worksite supervisors” salaries and fringe

benefits as a percentage of total expenses, Excessive trimming of costs
should be guarded against in this area, to avoid an inadequate ratio of

supervisors to participants. Goal: 7 to l4 percent.
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Worksite Costs and Revenues. This measure 1s calculated as a ratio

of worksite revenues earned to worksite costs incurred, for each indivi-
dual worksite. While an aggregate ratio may be a useful indicator of
how the program is doing overall, only a& worksite-by-worksite breagkdown
will expose those worksites whose costs are entirely ocut of line with
revenues. As with the public subsidy cost, there may be some few work-
sites whose programmatic merits outweigh this cost measure. Revenues
include all service project revenues; the costs include all worksite-
related expenses {e.g., supervisory salaries and fringe benefits, tech-
nical consultants, ancillary services, transportation, equipment and
materials), excepting participant wages and fringe benefits. The ration-
ale for excluding worker wages from this measure 1s that these costs are
reimbursed by the local CETA4 grants. The goal is to cover at least 100

percent of a worksite’s costs with the revenues earned.

Attendance

Two different measures of attendance performance have besn used in
the supported work demonstration: the first, pertaining to attendance
4t the worksite, the second, an overall attendance rate, Worksite
attendance {(time spent actually working on the job divided by total
potential paid time) shows the actual work time. The overall rate
excludes "known," or scheduled, absences from the potential paid time and
then fofal time present is divided by this discounted potential paid
rime; this formula yields a truer picture of the overall attendance
patterns of the supported workers. If both races are available, the
difference between the two shows time spent i1n ancillary services.

In contrast with most of the performance criteria listed above,
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attendance performance can and should be up to geal virtually immedi-
ately. Worksite attendancs should be above 75 percent, unless consi-
dersble ancillary service time is recorded for the same period.  (An-
cillary service time averaged less than 5 percent at most of the sites.)
The overall attendance rate should be 85 percent. As with placement,
better performance can be expected of the AFDC participants than thea
other target groups; youths have the least good performance.

Artendance is one of the earliest and most sensitive indicators of
the program’s participant-related performance. As such, it should be
monitored closely by the program management staff and used as an early
warning signal for potential worksite problems. When the attendance rate
drops, the best course of action is to scrutinize the attendance data by
worksite and/or crew to locate the problem area, Once this area -
established, management staff will have to assess whether the problem is
being caused by the type of work, the supervisor, the eguipment available
{or lack thereof), or the crew itself. (For a fuller discussion of these

issues, refer to Chapter TII.)

Enrollment Level

The supported work programs use both slot level and "person year"
goals. The overall enrollment level is a straightforward accounting of
the number of slots in the program. The person-year figure is a measure
of the maintenance of active slots over a 12 month period; szeveral
different participants will fill the actual slot during that period, as
the average length of stay for supported workers is just over six months,
1f the program’s enrollment level is quite stable during the year, the

two measures will be very close. During a pericd of expansion or con-
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traction, however, they will differ, The number of person-years is
cbtained by dividing the sum of the average number of workers in each
month of the year by 12. If a program employs an average of 30 wdrkers
in the first three months, 50 in the second three, 65 in the third and 80
in the fourth, for example, the sum of the average number of weorkers for
the year is 675. When divided by 12, the result is 56 person-years. To
obtain person-years for less than a year, the average figure should still
be divided by 12, The person-year figure is used primarily for the
calculation of the public subsidy cost, discussed above.

Appropriate program size cannot be prescribed in the same manner as
the other goals discussed above, because it is so dependent upon local
conditions. Each program will have to maintain a balance between: the
amount of funding available; the number of eligible participants it is
able oo recruit from the community; the staffing and management structure
that has been established; and the type and number of worksites that can
be developed.

Currently, the average program size 1s about 100 to 110 partici-
pants, At the end of the first cperating year, the expansion sites” size
was just under 85 supported workers, They reached this size in quarterly
increments: 30-35 in the first, 55-60 in the second, and 75-80 i the
third, on the average, The average person~vears worked at the expansion

gites that vear was about &0 to 65,

Worksite Quality

Of chief importance, in addition to the guantitative goals discussed
above, is the maintenance of gquality worksites for the supported workers,

The best way to monitor and manage this cruciaj aspect of the_program is
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for top management, including the program director, to make frequent
unscheduled worksite visits. ©No program is so reliably good that such =z
technique is unnecessary. The best strategies for effective and effi-
cient worksite monitoring are discussed in detail in the worksites

chapter.

The performance criteria and goals outlined in this chapter are by
no means exhaustive. Fach program will have to construct some criteria

of its own, either for internal purposes, or because of the demands made

by various local funding agencies, The goals should be reasonable, but
demanding. Even more important, however, is that the evaluation of
performance against all of the goals be realistic. Ready acceptance of

the many available excuses and explanations will not, in the long run,

serve the program well.
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STATEMENT OF SCOPE OF WORK

{Performance Indicators)

Contractor agrees to implement the supported work program described

in Exhibit I as modified and clarified by the following paragraphs and
attachments:
1. Contractor agrees te establish Jduring the contract period

an average of 80 active supported work posilions, using its best efforts

to establish such positions in accordance with the employment level schedule
attached hereto as Exhibit II{a). On average 30 of these shall be filled

by AFDC, 15 by ex-addicts, 20 by ex-offenders and 15 by recovering
alccholics.

2. Contractor agrees not to exceood at any time during this
Agreement, 90 active supported worker positions without the approval of
MDRC. Contractor also understands that it mav not exceed the maximum
approved level for any specific target group, ecxcepting the AFDC target
group, as specified in Exhibit II{a), withoul the consent of MDEC.

3. All supported workers shall mect the criteria for
eligibility attached hereto as Exhibit II({b). Contractor agrees that no
changes in eligibility criteria will be implemonted without prior approval
by MDRC.

4. {(a} Contractor agrees to implement the wage and bonus policy
deseribed in Exhibit II{c) and will implement no variation therefrom
without the prior written approval of MDRC. Crew chiefs will receive
hourly wages at a rate of ne more than 10v abmve that of crew members.

(b)Y Contractor agrees that all program participants will be
paid their wages and bonuses dirvectly by the Contractor, and will be
subject only. to the wage, honus, personnel amd other program policies of
the Contractor. Any excertions must bhe amped 1o in uriting by MDRU.

5. fa) ns of the date of this contract MDRC has approved t o

following worksites at the specified range of supported workers:

Parkway Malntenance g-12
Atlantic County Bldg. Maintenance 12-17
Atlantic City Medical Center 2~4
F.A.A. Tech. Center Landscape/ 3-5
Maintenance
SWP security, cleriecal and maintenance 5~7
Silkscreening 46
Atlantic City Bd. of Ed. Maintenance 5-7
Atlantic City Bd. of Ed. Clerical 6-9
Seashore Gardens B-9
Temporary Clerical Service 10-13
Unassigned 3-4
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{b) The Contractor shall, before implementing any new work-—
site, submit to MDRC a written statement describing in detail the work
tasks of such worksite, its conformance toc MDRC worksite guidelines,
projected monthly manning levels for the duration of the worksite, and
a worksite budget. Written consent from MDRC must be cobtained before
implementation of any new worksite. Written consent from MDRC must
alse be obtained before the number of supported workers at an existing
approved worksite is increased or decreascd.

6. Contractor agrees fto implement fhe ancilliary sesrvice policy
described in Fxhibit I11{(d). Any variation from that policy reguires the
prior written approval of MIRC.

7. (a)  Cuntractar understands and ogrecs that supported workers!
successful transition to and maintenance of anunbhsidized jobs is the
primary goal of supported work. Contracton aqrees to use 1ts best efforts
to ensure thalt 40, of all supported workero who terminate from the program

for anv reason shall be placed in non-subsoidisoed employment.
b )2 i3 Y

(b} Contractor agrees {1) to terminate the employment of
any participant who has completed 2,000 hours of pald employment and (2}
that ne participant will be permitted to remain in the program beyond
the 15th month from the date of hiring.

B. Contractor agrees toc use its hest efforts to ensure that
AFDC and ex-addicts shall have an attendance rate of at least 85% of
total scheduled time, recovering alecholics a rate of at least 90%, and
ex-offenders a rate of at least 86%; for ecach target group, a minimum of
75% of that attendance shall be spent at thoe worksites.

9. Contractor agreszs that Exhibit I7(e) attached hereto
represents its total management staff and salaries for the supported
work program. Any staff additions require the prier written approval of
MDRC.

10, Contractor agrees that Exhibit I7(f) attached hereto

represents 1lts total supervisory staif and nalaries for the supported work
program. Any staff additions reguire the prior written approval of MDRC.

11. Comtractor agrees to use its best efforts to ensure that:

(a) the cout of maintaining an active sopported work sloft
for 12 months shall not exceed $10,625 in public funds.

(b} the cost per supported worl participant, at an average
length of stay of 7.3 montns, shall net exeecd §56,464 in public funds;

{c) the MDRC grant shall not exveod 36% of total program
expenses; and

{dy at least 59% of all public funds expended shall go toward
gupported worker wages, fringe benefits and bonuses.
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12. Contractor agrees to notify MDRC of its intention to
sell any real and/or personal property intended for supported work program
use, to receive MDRC permission for such sale, and to inform MDRC of the
proceeds received from such sales. MDRC reserves the right to direct the

allocation of the proceeds from the sale, v io reduce the MDRC Traytner:t
far the Contractor's scrvioe. by anameund enpial Lo thoe procecds.
13. Contractor agrees to submit, within 30 days of the end of

each contract quarter with the scle exception of the final guarter, 2a
report on actual performance vis-a~vis each of the standards detailed above
in Paragraphs 1, 2, S5(a) and (b}, 7(a), & and 11{a), (c) and (d) for the
previous guarter. Further, for each performance standard that is not
substantially met or exceeded, Contractor must submit a plan of corrective
measures to be taken in order to schieve the standard(s) by the end of

the next guarter. MDRC reserves the right Lo initiate corrective action
if contractor does not propose corrective measures likely, in MDRC's
judgment, to bring performance into conformance with the above standards.



The National Experience - The kind of subcontract arrangement with
the customer which eliminates cash flow problems, materials cost and
know-how needs, and a marketing cffort has been used as a model in
other kinds of supported work endesvors elsewhere. There have been
a few attempts at setting up sewing operations elsewhere but not
successfully,

Product/Service - Pallet Recycling Crew size 6 ~ 8 swers

Description of Services -~ Using broken pallets as rhe prime source of
materials, workers turn out rebuilt pallets for the resale market.

$kill levels - Basically unskilled work but it helps to be physically
strong and have some manual dexterity. Workers learn some measuring
skills, do hand assembly and learn to operate such equipment as
nail guns, a skill saw, a2 machine called the un-nailer and a cham-
fering machine. Fork 1ift operation is also learned by some of the
workers,

Markets - This project was started only after some firm commitments
for orders were made in writing by a few prime customers. A large
regional food service chain, the manufacturer of a well known
nationally distributed care cleaner and z local soft drink company
are now the major customers. A continuing marketing effort is
ongeing to develop a2 more diverse group of customers.

Contracts and fees -~ The food service chain signed a written agreement
to send two trailer-truck loads of broken pallets per week to the
recycling shop. In return, an agreed-upon number of recycled
pallets are shipped back at a fixed price. The fixed price is a
little below the going local market price for new pallets. Other
companies donate broken pallets for tax write-offs and purchase
recycled pallets at a fixed price.

Facility -~ About a 4,000 square foot plant is needed for this business.
There should be good docking facilities for trailer trucks and
adequate electrical wiring for operating the compressor and all of
the eguipment,

Equipment needs - Five nail guns, a cempressor, an un-nailer, a skill
saw and a fork 1ift are needed.

Tools needs =~ Basic hand tools including hammers, saws and rulers ara
used,
Materials - Broken pallets, some new lumber for deck boards and

stringers, and nails are the main staple supplies needed, -~
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Transportation - This plant uses three rented trailers and a wused
tractor for delivery and pilckup. Trailers are left at prime cus-
tomer premises until they get filled with broken pallets.

Licensing and Insurance = No licensing is required. Basic liability,
accident, fire and theft for plant and vehicles are necessary.
Local laws determine the need for special licenses for tractor-
trailer drivers, A certificate of occupation for the building
allowing this type of use is of course a must,

Management and supervision =~ There is one full-time manaper-supervisor
and a part-time marketing person. The manager—supervisor has
experience in rumning a pallet manufacturing business.

Potential and/or real problems - Customers expect quick turnaround
time when they place orders. The market price for pallets fluctu-
ates, and pricing 1s very competitive. Because much of the lumber

comes from the broken pallets, cash flow and price fluctuations of

iumber are not the problems they would be for a new pallet manufac-
turer. Teaching workers safety and requiring them to use goggles,
helmets, gloves and safety shoes requires strong management rein-
forcement.

Transition - ©Placements in this large industrial city have been good
with private pallet making companies. Experienced workers are 1in
demand., There is alsoc the possibility of small spin-off businesses.

Pluses - This business can be a really good revenue producer. Pro-
ductivity 1s easy to measure, and the necessary skills are easily
developed. The workers seem to like the work and enjoy turning out

a finished product that is sold immediately.

Product/Service - Ramp Construction Crew size 6 - 10 swers

Description of Services -  Building wheelchair ramps for handicapped
individuals tec allow freedom of movement to and from the residence.

Skill levels - Basically unskilled work; grading; form-setting; pouring
concrete and/or nailing pre-cut boards to form structure. Training
can be provided by the supervisor who should have some knowledge of
the construction trads.

Markets - Disabled citizens confined to wheelchairs; local housing
authorities; park departments; public institutions; private cor-
porations; etc.

Contract and Fees = Individual contracts for a specific ramp design in
a defined area, Labor plus materials. Cost can be negotiated for
the individual through organizations such as the Veterans Adminis-
tration, Kiwanis Club, Easter S$eals Society, Multiple Sclerosis and
the Cerebral Palsy Assoclaticn. ’
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Facility needs - A secure storage area for tools, eguipment and
materials.

Equipment needs -  Means of transferring tools and materials to work-
sites.
Tool needs - Picks and shovels; wheelbarrows; roller; hand tools

used in finishing concrete and hand toels needed for wooden form
construction.

Materials ~- 2x4 and Ix6 lumber; concrete; filldirt and reinforcement
rods.
Transportation =~ Mobile crews require 2 van to transport workers and

tools. A smwall truck would be useful in transporting equipment . and
materials.

Licensing and Insurance - Both needed for vehicles. Local laws would
derermine license needs for small contractor, however, licensing is
penerally not required. Building permits and liability insurance

are necessary.

Management and supervision - A supervisor for each crew. A project
manager if there are three or more crews. Supervisor should have
experience in construction areas dealing with concrete/cement
finishing and form-setting.

Potential and/or real problems - Seasonal work (unless in warm cli-
mate); rainy day work; guality control of work performed and
customer relations.

Transiticn possibilities - Large or small construction contractor
as laborers.

Pluses - Low skill requirements, appropriate for both youth and adult

target groups; low capital investment; produces highly visible
results and meets double social utility goals.

L
P

'Some of the National Experiences - Thus far ramp building has
* not been replicated 1n other locations.

X

Product/Service ~ Storm Window Production Crew size 6 - 10 swers

Description of Product - Produce aluminum double tract storm windows.
Work performed itncludes fabrication and assembly of windows cut to
size; use of table saws, drills and routers., Workers also handle
inventory, packagine, recordkeeping and documentatien -for bdilling.

ey fy -




Skill levels - The cutting and assembly of windows require manual

dexterity and good hand and eye coordination. Some workers will
need low math and measuring skills and training in cutting glass and
aluminum.

Markets - This project component was started only after a number of
Firm commitments were received for on-poing orders. A number of
community based weatherization programs are current customers. A
regional department chain indicated interest In marketing the
product. A continuing marketing effort is ongoing to develop a more

diverse group of customers.

Contracts and fees ~— Community based organizations and the CETA
Weatherization Programs have agreed to purchase needed storm windows
for installation to low income homes. The fixed price {based on

size) of the window is below the going local market price.

Facility - 3,000 - 4,000 square feet of plant space is needed., There
should be good loading dock facilities for trailer unloading the
needed extruded aluminum. There should be adequate electrical

wiring for operating the table saws and drills.

Equipment needs - Table saw; drill press; glass cutting machine; latch
and cormer punch; glass mold punch; milling machine, and cutting
unit. '

Tool needs - Basic hand toeols Lncluding hammers and rulers.

Materials =~ GExtruded aluminum, sheets of glass and screening.

Transportation - Van to deliver finished windows to customers.

Licensing and insurance - No licensing 1is required. Basic liability,

accident, fire and theft for plant and vehicles are necessary.

Management and supervision =~ One full time supervisor 15 needed.
This supervisor should be experienced in assembly operations of this
type. There should also be a marketing person available to the
component.

Dotential and/or real problems — Customers require quick turnaround on
crders. Glass, screening zud extruded aluminum prices fluctuate
which will result in continuous price adjustments. Cash flow may
become problematic. Teaching workers safety and requiring them tfo

use goggles and gloves requires strong supervisor reinforcement.
Quzlity control of work performed and customer relations.

Transition possibilities - Workers who develop skills doing this sort
of demanding task should be appropriate for a variety of entry level
jobs in the private sector.
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Piluses - Both youth and adults can be instructed in the assembly
process. Work is accomplished in-house which minimizes control
problems. Capital investment is relatively low while results are
highly visible.

some of the National Experience - Fabrication of storm windows with
woed products proved unsuccessful. The development of a close
working relationship with the CAP/CETA or other weatherization
program customers is important. Can be a good income producer.

Product/Service -~ Arrangement/Packaging Crew size 6 - 12 swers
of Dried Flowers

Description of services - Includes the cleaning, peeling, glueing,
bunching, arranging, and wrapping of dried flower arrangements.
Also, the painting of clay pots, vessels, etc.

Skill levels - This 1is basically unskilled work but requires some
degree of manual dexterity. Visual, spatial, and artistic talente

are useful and developed.

Markets - This is work done on a contract basis for large dried flower
companies.

Contracts & fees - Contracts are usually on a piece-rate basis which
varies by job after time-study analysis with the custamer. Billing
follows the completion of jobs.

Facility needs - Both work and storage space are required. Work space
1s an open area with adequate lighting and comfortable temperature.
Storage space must be sufficient to house both raw materials and the
finished product,

Equipment, tools, and material needs - Are minimal and usually supplied
by the customer based on job requirements. Consist of staplers,
picking machines, hot plates, waxes, glues, wire, dried plants,
vases, pots, containers. Work tables and chairs are supplied by the
program.

Management & supervision - A full-time supervisor is ample for a crew
of 12 workers and is responsible for managing the work place,
training workers, and negotiating with the customers. Must have
supervisory experience in a production/assembly setting. Knowledge
of the dried flower industry is helpful.
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Potential and/or real problems - A potential problem with =all sub-
contracting work tied to a sole customer is the down-time hetwren
jobs and/or the lack of sufficient amounts of work during the slow
season {MNovember to April). However, these problems can be solved
through availability of work for other customers or the alteration
of crew slzes,

Transitional possibilities ~ For workers who are interested in related
jobs, the site offers some potential as an employment pool for the
contracting customer and for area greenhouses. Generally, the site

srovides good work experience in an assembly setting more than any
particular skill development.

The Nationmal Experiemce - The site offers & combination of advantages:
Tittle, 3f any, capital expenses; an industrial/assembly-line set~
ting; and reasonable generation of revenues. The site often secrves
as the "initial entry" worksite for incoming workers until further
assessment and assignment occurs since stress and production demands
are easily controlled while work habits and discipline receive

concentration,
Product/Service - Clerical Services Crew size 3 - 10 swers
Description of services - Perform general and specific clerical ser-

vices inciuding typing, filing, telephone and personal reception,
record~keeping, and other office activities.

Skill levels - Requires both basic education training (readirng, math,
spelling, vocabulary) and specific training (typing, file mainten-
ance, operating office machines, etc.). Training can be performed
by the supervisor in-house or by a contracted agency {vocational
school, business school, ete.). Training can be conducted within an
eight-week period if provided on a daily basis, and precedes the
provision of services to customers with further training provided
on—-the-job,

Markets - A broad range of private and public agencies and especially
those which experience seasonal demands for greater oumbers of
clerical workers (tax services agencies, mail order houses, catalog
distributors, etc.).

Contracts & fees =~ Usually a payment equal te an hourly amount for each

worker ranging between the federal minimum wage and the customer’s
starting wage for similar positions. Best type of contract also
includes an amount to partially offset worker fringe, training,
supervisory expenses. Billing is usually on a weekly basis based on
total hours worked at the customer’s site.
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Facility needs =~ A large classroom setfing equipped with office
machines for training purpases. One or two offices for supervisor/
training/marketing persaonnel,

Equipment -  Typewiitlers and stapds, dictation equipment, 10-key calcn-
tators, file cabinets, desks, chairs. More sophisticated classrooms

will include mag~card machines, etc.

Materials & supplies - General clerical supplies for workers and
equipmant.
Management & supervision - Demands for staff are greatest in the areas

of worker training and marketing/customer relations. Depending on
the number of crews in training or cutstationed and whether training
is provided in-house or by contract, one person may perform all
training, management, and marketing functions, or additional persons

for the training activity may be required. Supervisicn of out-
stationed workers is provided by the customer and usually with the
help of a lead-worker or crew chief., Trainers must have experience

which 1s usually from a vocational or high school setting. Manager
must have knowledge/experience in sales, contracting, office pro-
cedures and personnel marketing.

Potential and/or real problems = Scheduling contracts with customers
to coincide with completion of worker training or as other con-
tracts terminate is the most cowmon and persistent problem. Many

customers reguire sizeable crews for only 6-15 weeek pericds of
time. Customer relations can become a problem if clear understand-
ing of program or customer obligations does not exist before start
of work. Providing back-up workers for absentees may also be
difficult. Outstationing of a worker before adequate training
presents problems for the worker, customer, and the program.

Transitional possibilities - Are verv good in most situations because
of roll-over potential into regular and full-time customer jobs and
because of the sheer number of clerical and office positions in most
communities. Placement 1is very favorable with workers who become
skilled at the customer’s site with special equipment (data entry,
work processing, and business machines).

The National Experience - 1In addition to the very good transition
potential for workers, the worksite advantages include the location
of customers and generation of worksite revenue with relative ease
and low overhead costs compared with many cther sites. The site
has been especially attractive to the AFDC target group. It offers
the project an opportunity for direct iavelvement with and services
to the private sector. The site has operated and in a successful
manner at a few of the project sites.




Product/Service - Furaiture Mapufacturing Crew size § - B swers

Description of service - Cut and assemble weod, formica, plastic,
plexiglass and other materials into already designed furniture items
for wholesale and retail distribution.

Skill levels - Semi-skilled work eventually progressing under appren-
ticeship arrangements 1into skilled. Training by an experienced
carpenter is essential along with continuous practical experience
manufacturing products,

Markets =~ Wholesale furniture distributors, retail stores and direct
" to customers.

Contracts and fees - VUsually a fixed fee contract based on a specified
number of items produced in a designated period {e.g., 5 Parson
tables per week for 10 months} using the designs of rhe customer

for large volume orders. Individual Jjob orders also taken for
customized items —- buf as a small percentage of total work done by
the crew. Best type of contract is for labor plus materials.

Assembly-line operations may lower costs and improve efficiency, as
well as brezking up tasks into easy elements,

Facility needs - Shop should be spacious, well 1it with a good venti-
lation system (OSHA requirements will prevail in any case). Good
electrical and zir compression system as well as good exhaust fans
when sanding and painting. Wide access doors to facilitate de-
liveries of supplies and completed orders. Tail-gate leoading
platform would be preferable.

Equipment needs - worktables, mounted circular saws, drills, well-ven-
tilated booths for glueing, painting and sanding.

Tool needs - Hammers, hand saws, planes and other carpentry tcols,
Materials ~ Wood, plastic, veneers, paint, varnishes, sandpaper, etc.,

all materials set forth by the specifications for the product.

Transportation - Vans and/or pick-up trucks sultable for delivery
of completed items and to transport necessary materials.

Licensing and insurance - Both, for wvehicles. Liability insurance
would not be required.

Management and supervision - A full-time supervisor with extensive

knowledge of carpentry skills. Supervisor, or someone on staff,
should be able tc do cost-estimates of products and determine if the
manufacturing of the item 1s cost effective for the program.
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Potential and/or real vproblems ~ Materials are usually expensive and
prene to damage or thefr, Unsupervised, some of the tools and
equipment could be dangerous. Safety rules should be taught initi-
ally and enforced rigidly.

Transition possibilities - While opportunities to join a trade union

are rare, the possibility does exist. Non-union construction firms
and small manufacturing companies may be more willing to hire a
graduate from this training.

Some of the National Experiences - A good work experience where swers
can see the results of their efforts quickly. Learned skills are
transferable to small private firms. Large orders for simple,

| easily manufactured items provide the most cost effective return

for the program. Customized items, while more expensive and time-

consuming, are interesting but should be a small portion of the
total volume of work.
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Iv. PLACEMENT

Ultimately, the point of supported work is to bring about the
transiticn from dependence to independence, and the most readily compre-
hensible measure of the program’s success in achieving that end 1is
placement: the placement of a supported worker in a permanent, non-
subsidized job. But one of the earliest and clearest lessons to emerge
from the demonstration was one of 1ts most ilmportant: that placement
could not be treated as merely the point in the end -~ the pot of gold at
the end of some proverbial rainbow -- but had to be the point from the
very start.

That lesson was learned the hardest way, by experience. The original
demonstration sites, focused as they were on the many complexities of
starting up a new program, cften delaved or neglected laying careful
groundwork for placement because other needs seemed more pressing. The
consequence of this delay was a disappointing paucity of supported
workers moving on to regular employment. As scon as program operators
became aware of the problem and began to pay attention to it, the number
of supported workers moving from the program into jobs began to increase.
It should not be necessary for a new supported work program to experience
these delays. Sites in New Jersey and Wisconsin entering the demonstra=-
tion during its third year quickly attained placement rates comparable to
the other sites,

Although the placement rates shown in Table IV-1 are not particu-

larly high in terms of absolute numbers, the research shows that, at
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TABLE IV-}

POSITIVE PLACEMENT RATES FOR SEPTEMBER 1981

AFDC

EX~-OFFENDER

EX-ADDICTS

YOUTH

OTHER

ALL

BY TARGET GROUP

# OF PLACEMENTS

537

3a0

108

254

i6e3

14212

RATE 7%

45,13

41.3

38.8

48.6

42.8

43.9




least for the AFDC and ex-addict populations, there is a cost/benefit
savings to society to be gained from the transition to employment.
However, a word of warning must be issued. It is extremely important
that program operators not keep pushing for ever higher placement rtates
at the expense of program principles. It is not just the immedizte
percentages that matter, but also the longer~term effects: the post-
program wages and the kinds of jobs. If participants are hustled through
the program into low-skill dead-end jobs, they will be more likely to
revert to their pre-program status, and the savings will be lest. That
is clearly not the point of supported work.

A local program must have a job development, readiness and placement
strategy that is an integral part of the overall program, and that is in .
full operation months before the first participants are due to graduate,
There are many ways to design a placement strategy, but at most programs,
job development, readiness and placement have been handled by one person.
Often, however, the job could be shared by two people, one to teach job
readiness classes and one to move out into the community in search of job
openings,

However the tasks are divided, there are three basic methods of job
development:

e The hard-sell method, with job developer{s) either calling up
potential employers and convincing them that certain job-ready
supported workers would make good employees or following up
classified ads on behalf of future graduates;

e The client-centered method, which focuses on shoring up the
supported worker with counseling, job readiness classes, Life

Skills or job clubs;

e The rollover mechanism by which the supported worker is hired by
the employer who has served as his or her worksite host,

.




Since the skills and needs of supported workers vary in terms of
job—seeking, a program should try to develop some capacity in each of
these areas. Cheoices of the proportion -~ the relative weights —- of
techniques, however, depend upon such variables as the local economy and
the philosophy of the program director conceraing how much the program
does for the worker and how much that worker must do on his or her own

behalf.

The Hard-§ell Technique

The job developer who uses the cold canvass/hard-sell method serves,
in effect, as a2 salespersen for the program. In fact, the two job
developers at the program with the highest placement rates in the demon-—
stration were former salesmen rather than social programmers as is often
the case, There are, of course, many ways to go about this process, but
certain elements are fairly basic.

& Job developer first has to identify the sources of employment in
the area, and one effecrive way to do this 1s to go through directories
such as those put out by either the local Chamber of Commerce, the
wholesaler’s and manufacturer’s assocclation or the Bureau of Labor
Staristics. Thaese directories wusually 1list businesses in the area,
number of emplevees, location, product, and who to contact.

The jeb developer should constantly expand 2z list of potential
employers, as well as malntaln contact with employers already on it.
Some job developers find that logs help to keep track of the details of
each contact and scme sort of tickler file helps to keep contacts current.
1f, for instance, the emplover indicates interest, but has no openings at

the moment, the job developers should always press for a likely time to
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call again, and then be certain to do it. Mosf have also found 1t
helpful to index the employers either by geographic area or by type or
size of business, as well as categorize them according to apparent level
of interest. Such a job bank should contain as many emplovers as the job
developer can contact on a regular, frequent basis. The programs where
job placement has been most successful make several face-to-face contacts
with potential employers each week; job developers also do extensive
telephone and/or correspondence follow-up. It must be remembered thatr
supperted work competes with several other programs in placing its
graduates. While the job developer should not be so persistent as to be
annoying, it shculd be clear that he or she is not going to disappear
easily.

Any resources available should be used in developing a job bank,
including former business assocliates and contacts of program staff
members, advertisements or word of mouth.

To give an example of how the process can work, one job developer
went through the directories mentioned earlier, but contacted only
companies employing 100 or more. He preferred manufacturers over whole-
salers because they have yearly employment needs, offer a high salary and
job security. He kept a card on every companv he contacted with the date

of each call and a rating system to gauge the company’s response (1 =
wants to hire graduates; 2 = definite possibilities; 3 = forget it). He
tried to make an appointment for some time in the immediate future, but
if they put him off, he took them at their word: if they said try again

in two weeks, he did exactly that.

On the management side, most of the programs hold an occasional open
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house for potential employers during which there are tours of worksites,
audiovisual presentations and detailed explanations of the nature and
purpose of supported work., Similar presentalions can be made at various
local business organizations and service clubs. TIf the program can get
its board of directors to lend their names as hosts or to bring husiness
associates to such gatherings, sc much the better.

Whatever the form of contact with prospective employers, the job
developer must serve as an advocate for the’program, the supported
workers, and their potential as employees. But this advocacy must be
carried off in a business-like manner. The job developer should explain
the advantages of hiring a graduating supported worker, and should have
the details of the participant’s record at hand. Such individualized
knowledge is impressive to emplovers, and makes them feel they "are hiring
a job~readvy person rather thag a “program graduate." The job developer
can point out that the supported workers” tenure and rerformance record
in the program certify a dependability and experience that a walk-in
applicant or a referral from a quick-study emplovment agency often cannet
supply. But in order for the program’s backing of these credentials to
carry any welght, the job developer, like the supported workers, must
respond to the difficult questions with candid and straightforward
answers.

It is a tedious, time-consuming and demanding job. The job develop-
er must be practical and industrious, organized yet flexible. A job
developer must be thick-skinned enough to accept a high proportieon of
rejections (not all of rthem courtecus) yet sensitive enough to deal with

the supported workers at a time when they might be feeling particularly
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insecure, A delicate balance must be maintained, and this reguires
gomeone capable of speaking the languege of business as well as the
language of the street, who should relate to both supported workers and
potential employers in such a way that both parties regard him or her as

an intermediary.

Client-Centered Techniques

The other half of the job developer’s job =-- or that part assigned
to a second person —-- concerns the more client-centered aspects of
placement, that is, gettiné the supported workers ready to apply for,
get, and keep the jobs they have been preparing for.

Most of the client-centered elements of Jjob development come under
the headings of job readiness or career expleration. They are, in a
sense, lessons in ﬁow Te Get A Job. Some of these programs are designed
by the job developers, and others are fairly extensive packages pro-
grammed for use under a variety of circumstances.

These programs generally utilize group processes, role~-playing, work
manuals and videotaped sessions. Included in the price of the package
is training for the counselor-teacher who runs the sessions. TIts purpose

for

is to teach supported workers how to cope in the outside world,
instance, how to respond to questions like "Do you have a record?” with a
direct answer that is truthful but does not offer more information than
was asked for. In other wordg, the answer to the above guestion is
"ves," not "I did five years for breaking and entering.' Not all the
programs would favor this approach, but using a pre-packaged course such

as this requires the acceptance of the philosophy of the packagers.

In general, whether a program uses a package such as Life-Skills or
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not, there are job-readiness preparation clinics or courses for those
participants assessed as.job-ready. These vary a good deal in size,
duration, complexity, formalityv and scope. Topics generally include how
to f11l out application forms, how to go about obtaining interviews, and
how to present eoneself once there. Those programs that involve the
participants seem to have the greatest success. Actual practice in
filling out applications or responding to an interviewer is usually more
helpful than listening to a lecture on the kind of information or answers
one will have to have.

In one program where the clinic concept is used more extensively and
most successtully, the sessions address many issues. One observer of
these sessions described them as "a combination of group therapy and
self-improvement exercises" that also teach basic job-search skills. The
classes meet regularly one morning each week for six months.

A job develeper is always working on the self-esteem of the workers;
this 1s treated as an essential part of preparing for and finding a job.
The workers are taught that the basics they have learned -- appearance, a
good resume, a neat and accurate application, securing an interview --
all are useless if they are unable to convince the interviewer that they
are rteady for a job. So every week they are given a new application to
£211 ocut; each week the filling out takes less time, with fewer errors,
and contains more appropriate information. Individual sessions deal with
budgeting expenses, preparing resumes, contacting employers and how tao
follow up. But equal time is spent on self-analysis, role-playing, mock
interviews and discussions emphasizing the advantages the graduating

supported workers bring to a job as compared to any applicant off the
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street. Toward the end of the clinic, videotape 1s used by some programs
to allow participants to see how they look to an interviewer. Finally,
former supported workers who have successfully transitioned to unsubsi-
dized jebs are brought in to join in these discussions and to answer
questions about their experiences after leaving the progranm. Several
program operators feel that these visits are as useful for the alumni as
for the current workers.

One of the demonstratlon programs that had experienced persistent
placement problems, instituted a service called a Program Center. When a
person was identified as "belng in risk of termination” he or she was
sent to the Program Center for pre-termination services: job counseling,
job search, application or resume writing, answering employment ads,
telephoning to set up interviews and actual interviews. In other words,
the full gamut of those services usually offered a job-ready participant,
but at an earlier point in the participant’s development. They are alsoc
given gne-to—one counseling and clese supervision. One of two results
usually occurred: either the supported worker was successful in finding
employment through the job search effort, or the supported worker,
confronted with the difficulty of finding a job, saw the program in a
different light and went back to his or her crew,

Another approach to this phase of placement is called job club,
When used correctly, job club can be a very effective tool., TFollowing
a period of Jjob readiness training and orientation, participants are
brought together =-- often literally around a table -- with 10-12 tele-
phones, encugh telephane directories ~- and sometimes want ads -~ to go

around, and a counselor to oversee, teach and evaluate the participants
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as they make calls seeking interviews for the job openings listed in the
ads. One theory has it that having to line up their own interviews 1s a
good experience for the supported workers and makes fhose interviews --
and the process they represent =- more meaningfual. A drawback to thig
process 1s that participants can make call after call without turning up
a single prospect, and jobs are often filled by word of mouth before they
zppear in the paper, and this can be discouraping. However the peer
support offered by the group setting is very important. It 1s crucial,
therefore, that the Jjob developer keep calling companies in vursuit of
appropriate openings: one or two entryv-level positions in a large
company may not warrant an ad in the paper, but would be a major find for
a supported work job developer.

Some governmental &gencies have viewed job clubs as the initial step
in the Job-search process. Several supported work program ocperators
tried this, but found that simply taking people who have eithar been out
of the labor market for an extended time, or have never worked, and
giving them what in effect 1s a high-pressure push 1nto a 3iob, doesn’t
have very impressive long—term results. What does work, 1s to use this
method following a successful work experience: once people have become
stabilized, with supports, on a job, constructive pressure is applied via
the iob club te move them away from the supperts.

Whether for job club where the supported worker will maks the
eventual call, or as part of regular placement services, when the con-
racts with the employers take the form of specific inquiries for job
openings, the job developer should first try to find out the employer’s

needs rather than pressing a specific supported worker ripght away. As
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much information as possible about the available position should be
learned, including starting wage, iob description, qualifications neces-
sary, probationary period {(if any), fringe benefits, company policies,
vacation and sick time and potential for mobility and wage increases over
time. This information will help the applicants in a number of ways.
First, the more they know, the more likely they are to be sufficiently
interested in applying at all; second, they may be more secure in the
interview knowing some of this information in advance; and third, unfor-
tunately, 1t 1s sometimes needed as a protection. A number of the
programs report that when the supported worker appears for the interview,
the interviewer offers a lower wage or fewer benefits than those quoted
to the job developer. Similarly, the pressure on a prospective employer
can be eased somewhat by sending several candidates to choose from so
that the employear does not feel forced to select a specific applicant;
this increases the likelihood that someone will be hired.

Program job developers stress the importance of making a good
impression on new employer contacts. They try to send their outstanding
candidates, particularly if that employer is likely to have subsequent
openings appropriate for supported workers. And when an opening is
found, they try to get applicants to that potential employer immediately.
This quick turnaround, with good applicants, tis the kind of program
action that fosters repeat placements with a company.

Over the years, supported work programs have tried other technlques
te increase placement rates, some more effective than others. Some
programs have cffered bonuses to graduating workers, an amount of money

to be awarded upon securing a job and a further amount after time --
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usually 60 or 90 days -- awarded for keeping the job. As an incentive,
program operators generally found that the bonus did not make much
difference. It did, however, provide a means for follow-up; a worker had
to show periodic paycheck stubs in order to receive his or her bonus.
This turned out to be a fairly effective way of keeping up-to-date
records on program graduates, salary levels, and place of employment. In
order to shift both the responsibility and the motivation awav from the
job developer and te encourage the idea that all program staff are
accountable for placements, another program has recently implemented a2
system in which supervisors are awarded monetary honus credits for the
positive placement of workers under their supervision, and debits for
negative departures. Ar this writing, 1t 1s too soon to tell whether
this has had an effecrt,

Orher programs subcontracted placement to outside agencies, public,
private or profit-making. This was not a very reliable method primarily
because the outside agencies were simply not advocates for supported
work ‘s population., One important lesson, though, was that no matter what
the agency, the contract should be signed on a fee for placement basis
{(and that fee should be reduced for the supported workers) or else it

could become an expanse to the program with no purpase or result.

Rolliover

The third method of job development and placement 15 known as
rollover: supported workers, although remaining on the program payroll,
are placed on a worksite —— either singly or in a crew -- 1in an outside
firm or agency; after attaining a level of performance on the job accep-

table to the worksite host, these supported workers are hirted (rolled




over) and placed on the permanent payroll of the firm or agency. A
contract sets the terms of reimbursement for the program and, 1f pos-
sible, mandates the rollover of the participant when certaln requirements
are fulfilled. Tt is an effective mechanism, but one that can be some-
what tricky to implement,

The foremost consideration in using rollover as a placement tool is
creating a situation in which the program participant -~ even though
outstationed —~- remains a program participant, that is, can still receive
the peer support, graduated stress and close supervision that make up the
supported work treatment. Tf these elements are not provided, there
would be no difference between this and a PSE outstation Job. These
differences must be very clear.

With experience in using the rollover mechanism came imprevements in
the delivery of the basic services and eventually, several replicable
models. One program devised a mechanism in which five or so supportad
workers were assigned to a place of business -~ public or private -~
either sprinkled individually throughout the company or working together
as a crew. With them at the worksite is a supervisor, and it is this
last element that makes the difference. The supported work SUpeTvisor
takes the pressure off the host supervisor by defining dutles, setting
both goals and limits, heading off trouble before it gets out of hand,
giving feedback and clear and consistent instructions. In other words,
the program supervisor is rvesponsible for providing a supported work
experience to the participants while guaranteeing a level of guality
control te the host. In addition, the supervisor brings together the

workers for regular crew meetings where experiences are shared and
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grievances aired. These meetings serve as an arena for the peer support
that is one of the program’s basic elements.

As the work demands are increascd and the supported workers begin to
perform at a level equal to the company’s regular employees, they are
considered for openings on the company’s payroll. Rollover gives both
parties a chance to try each other out. Experience has shown that, in
fact, because the prospective employee is familiar with the company and
vice versa, this is a far safer bet than hiring someone "off the street,"

This mechanism 1s particularly successful with the AFDC group.
AFDC women have by far the highest number of mandatory graduatiousl in
the program, and rollover presents a near-perfect fit with thelir need for
protection against the unknown.

Another rollover model used by some programs is to use gradations
of worksites to bring about the graduated stress element of the program,
starting with crew work on the program”s premises or some central loca—
tion in the beginning, and leading to a single {(non-crew) assignment to
an outstationed woerksite for the express purpose of relling the partici-
pant over into a permanent position.

Programs have to have a variety of worksites anyway, so this can be
accomplished in several ways. One program had a contract with a city-
wide day-care agency where a supported work crew began first at the main
day-care center and then, after five or six months, depending on the

needs of individual crew members, the participants were placed -- still

Mandatory graduation occurs when a participant has stayed in the
program for the maximum allowable time but does not vet have a permanent
job. Participants must leave the program at this time, and many do find
jobs shortly thereafter. -
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as supported workers =-- individuaily at one of the agency’s satellite
centers. There they were brought up to the performance level of the
center’s regular employees and eventually, as openings occurred, ‘hired.

Placement, then, no matter what technigue 1s used to accomplish 1it,
is the point of supported work, and the clearest way to measure the
program’s success. The early demonstration experience proved that this
point had to be built into the very philesophy of a supported work
progream, and the burden of that responsibility should pervade every
level, participants, job development staff, worksite supervisors. Over
time, later program experience succeeded in devising methods of achieving
this goal that, through trial and error during the demonstration period,
resulted in replicable models for a program operator —-— rural or urban —-

to successfully use to place supported workers 1n unsubsidized jobs.
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CHAPTER V

CRGANTZATION AND MANAGEMENT

A supported work program is similar in some key ways to a for-profit
conglomerate: it operates several different and self-contained work
activities and initiates, expands, contracts and closes down each acti-
vity according to the demand of the market and the success of the parti-
cular activity in meeting the organizational goals,

Developing and managing a conglomerate -- even a supported work
mini-conglomerate —- is a gifficult and demanding job. Supported work
further complicates the matter by hiring as its primary workforce only
persons with little or no employment experience and poor prospects in the
regular job market, and requires that those who do become dependable,
productive ewmployees be transiticned te a regular job. In short, a
supported work program of necessity performs many of the business acti-
vities of a for-profit business conglomerate -- and must perform them
reasonably well to survive —- but is in the end judged on its ability to
assist its employees 1in leaving the company and moving on to regular,
unsubsidized jobs. Given the complex and demanding nature of operating a
supported work program, questions naturally arise concerning the organi-
zational setup most suitable to the task.

The programs in the national demonstration operated in a variety of
ways: several were distinct operating divisions of existing local non-
profit agenciés such as an Urban League chapter, a Communitvy Action
Program, a Spanish~Speaking Unity Council, or an AFL-CI0 Human Resource

Development Foundation chapter; one began as part of a city agency; the
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majority were new, nonprofit corporations created under the auspices of
local or state governments, but independent of their control. Each of
these approaches had its own set of strengths and weaknesses, and, given
the right set of circumstances and people, it is possible to operate a
successful program {or an unsuvccessful one) under any one of them, or
others. The following discussion lays out some of the factors to con-

sider in deciding on a particular local organizational setup.

Governmental Agencies

Supported work is & relatively swmall program that requires intense
and suilled rescurces. Its size, and its similaricies to a small busi-
ness operation are but two of the factars that make operating supported
work as part of a povernmental agency more difficult than might appear
at first glance, The appropriate agencies -~ CETA, soclal service,
crimipal justice —=— are usually large, and serve a fairly broad clientele
in various ways. Because of this, they offer both advantages and disad-
vantages to a supported work progrém. In their favor, they usually
provide a range of ancillary services, established managerial systems
thus decreasing start-up costs, linkages with other local manpower
organlzations, and a reliable flow of funds, as well as more leverage in
obtaining local funding. Howewver, a supported work program undertaken
with the expectation that it will pose similar or equivalent Lssues,
tasks and worklcad to those of other agency programs will more than
likely end up as a disappointment and a nuisance to agency staff and
leadership. ©Entrenched bureaucratic policies -- such as extensive
paperwork requirements for the purchase of supplies and equipment —-- mav

impede supperted work progress and distract agency personnel from routine
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procedures. For instance, a situation could arise 1in which a worksite
was ready to start up. Workers were ready but mno supplies were on hand
because of purchase orders, approvals or other delays. The program’s
revenue-producing worksite development requires considerable entrepre-
neurial skill and high-level sraff time. Building 1in the peer support,
graduated stress and close supervision elements requires considerable
staff and management ongoing effort and creativity.

However, a public agency whose leadership understands and actively
supports the activities and integrity of the program can overcome these
liabilities. After the demonstration was three years underway, New
Jersey state officials, convinced of the usefulness of supported work byw
the performance of the two demonstration sites in New Jersev, decided to
commit state funds to add several more supported work programs in the
state, They determined that the expansion would take place through local
CETA agencies. State officials evaluated the CETA agencies and selected
eight as having the necessary experience, competence and capacity., After
an initial briefing session, four of these local agencies indicated no
interest in the undertaking. Several said the program was "too complex.”
0f the remaining four, three completed the planning process satisfac~
torily and began operating programs. Two chose to operate the program as
a separately staffed unit of the CETA agency, and the other set up an
independent nonprofit corporation. All three have, at the time of this
writing, implemented their programs with minimum difficulty. The careful
gelection, corientation and planning process and commitment from local
agency leadership all played critical roles in this successful use of

local government agencies as supported work program developers and
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destruction to repair to building. That does not take into account
the worker who gets continuing satisfaction from being paid to
destroy, or the one who would rather refine his or her repair skills
than learn how to build from scratch. The availability of real
work slots in such crews is also not always consistent with the
needs of the progression chart. Again, it is a worthwhile technique
to plan for and develop, but its place in the program structure
should not be oversolid,

Most of the programs alsc use devices like trying to place only
experienced workers at outstationed sites, at revenue-producing
sites with tight production deadlines, worksites having relatively
low supervisor/worker ratios or worksites requiring high degrees of
worker initiarive. These devices serﬁe program control as well as
graduated stress purposes, and, like the other techniques mentioned
above, are best utilized not as rigid structures, but in light of
individual and program workforce néeds. The development and imple-
mentation of these devices requires ongolng communication between
worksite supervisors and program management staff,

In short, the implementation of systematic graduated stress tech-—
niques can be accomplished through the personnel policies, wage, and
bonus systems, using objective measures such as attendance, punctuality
and in some cases other productivity measures. Program staff, through
their worksite development, employee assessment and job assignment
functions, must attempt to develop other graduated stress techniques like
those mentioned above for use whenever possible, How well these optional

techniques are implemented will, based on the observations of MDRC's
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program monitoring staff, make a noticeable difference in the development
of worker satisfaction and motivation, and will certainly reflect on
in-program performance indicators like attendance, punctuality, termina-
tions and resignations.

The implementation of peer support, close supervision and graduated
stress, in most cases 1is neither automatic nor mechanical, and is faced,
as the foregoing narrative indicates, with many practical obstacles. The
communication required between key management staff and supervisors, both
in the planning and implementation of these elements, is considerable.
Yet both operators and program monitors agree that the effort put into
their development results in better inm-program performance. Those
demonstration programs that focused their management and supervisory
staff efforts on developing and improving these techniques produced
noticeably better in-program participant performance. One program
implemented the following combination of supported work technigues
through its entire program: all its crews were from 4-10 workers; crew
chiefs were selected from participants for 70 percent of the crews; each
crew planned its own production, revenue and attendance goals; each
Friday, all crews evaluated, with their supervisors, the week’s perfor-
mance; graduated individual wage and bonus systems, including the marking
on all paychecks of an individual’s progress towards the mext increase or
bonus; crew productivity bonuses; and a graduated job assignment approach
which in most cases allowed only proven supported workers to work at
those sites earning significant revenues or having complex and varied
tasks. It took this program several years to fully develop and implement

these systems, and for most of the demonstration, its in-program partici-
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pant performance indicators were, in comparison to other sites, superior.

The effort and coordination required by the supported work elements
are key reasons why supported work is difficult to implement in a single
large program. Although there is no theoretical or design reason why a
single supported work program cannot have a thousand participants, the
effort required is substantial enough that a program of between 125-250
participants is more likely to maintain the focus and staff coordination
required to implement the elements, than a larger one. The program
singled out above, indicated early in the demonstration that it would not
expand beyond 150 participants, regardless of available funding, until it
had had several years to implement and test the various supported Qork
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SAMPLE PROGRAM POLICIES

ABSENCES

All absences must be reported to the employee’s supervisor or his desig-
hee. An absence will be considered unexcused when no notification 1is
given and no legitimate excuse is ever produced. The supervisor will be
responsible for assigning absences as excused or unexcused on the time
sheet.

Excused Absences: Employees will be expected to be absent no more than 60
hours during their employment (covered by sick and personal: leave).
However, in extenuating circumstances this time may be extended with
excused unpaid absence or the individual may be inactivated without
penalty (See INACTIVATION).

Unexcused Absences: Any unexcused absence for an entire workday will be
considered a serious offense to be dealt with as follows:

1) TFirst Offense —— Supervisor gives verbal warning

2) Second Offense -- Supervisor issues written warning
(copy to Career Counselor)

3) Third Offense —-- Staff meeting will be held with the
Supervisor, Counselor, Director of Personnel Services,
and the Referral Agent when possible., Recommended
action will include immediate termination or establish-
ment of conditions whereby a further offense will re-
sult in automatic termination.

4) Upon the second comsecutive unexcused absence the
emplovee will be inactivated until further notice.

This poliecy shall apply only to employees past their Four Week Pro-
bationary Period. If 60 days or more have lapsed since the last offense,
a subsequent absence may be considered a first offense in the above
procedure.

Both excused and unexcused, paid and unpaid absences will affect progress
in the Step System. A good attendance record is considered essential for
advancing within the program and adjusting to the reguirements of the
worid of competitive employment.
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LATENESS

Employees will be expected to report to work on time. Since, however,
there are occasions when an employee will be late, the following policy
has been adopted:

- Lateness 1is defined as arriving for work any time after 8:00
a.m.

- An employee who is going to be late must contact his Supervisor
or his designee by 8:15 a.m. and arrive by 8:30 a.m.

- Any absent hours due to lateness will be designated as unpaid
hours on the time sheets according to these guidelines.

Czlls in by 8:15 a.m. "Excused”" absence
and arrives by 8:30 a.m. for time late

Fails to call in but "Unexcused"” absence
arrives by B:30 a.m. for time late

Fails to call in and/or "Unexcused"” absence
arrive by 8:30 a.m. for entire day

- Any late time less than 15 minutes will be rounded up to 15
minutes docked (unpaid) time.

- in the event of perscnal emergencies, "excused" absences may be
designated at the discretion of the Supervisor.

AMENDMENT TO LATENESS POLICY
Add:

Severe Weather. Employees calling in by 8:15 a.m. with car problems due
to severe weather (-5 or below), may be excused unpaid until they make
it in. FEmployees calling by B:15 with no other means of transportation,
may be excused for the rest of the day. Any employee who is absent for
more than two consecutive work days for this reason, may be considered
unexcused if he/she cannot demonstrate to the Supervisor that alternative
means of transportation could not be found.
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THE STEP SYSTEM

The Step System provides regular employee evaluations. This system 1is
extremely helpful to the employee as it points out individual strengths
and weaknesses, sets goals for perscnal progress, and provides incentives
for improvement. It also aids the superviscrs and career counselors in
understanding each individual’s employability needs and noting progress
towards attalmment of short—range gcals.

Every evaluation period the supervisor, the career counseler, and the
employee meet together. The supervisor rates the employee in 10 separate
categories concerning job performance on the Employee Evaluation Form
(see Appendix). The career counselor also evaluates the employee in two
personal matters affecting job performance. Each evaluation category is
then discussed with the employee —-- progress 1is noted, problems dis-
cussed, and future goals set. The total score and any zero’s are marked
on the timesheets and later submitted to the Information Systems Coordi-
nator to determine position in the Step System.

Wages are assigned according to the following rules and schedule. All
employees entering the program start in Step 1 their second full week of
work following Orientation. At Step 1l evaluations occur weekly; at Step
2, every 2 weeks; Step 3, every 3 weeks; and Step &, every 4 weeks.

The following rules determine Step Status:

Rising in Step: Any employee who meets point and attendance requirements
faor two (2) evaluation periods in a row will go up to
the next step.

Dropping Step: Employees will drop in Step for one of two reasomns:
i} An emplovee misses his evaluation points
three evaluation periods 1In a row.
ii) An employee is "recycled" for three
weeks 1in a row.
ii1) Any combination of the above.

Recycling: If an employee’s absences have disqualified him for a
step increase before the evaluation period ends, he will
automatically be "recycled" (i.e., start again in the

next evaluation period).
Recycling occurs when:
i) An employee is absent for more than 8
hours in an evaluation period {(includes
personal time, sick time, and excused
absences).
or
ii) An employeze has any unexcused absences
or suspensions.
Inactivated time does not count toward recycling.
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CEAPTER 11I

WORKSITES

A supported work program spends over 90 percent cf its budget on
worksite-related expenses. This aliocation is critical, because it is
through work that supported workers prove themselves, to program manage-—
ment, to the customers, and to themselves. Over the years, a wide
variety of worksites have been implemented -- ranging from prefit-making
businesses owned and operated by supported work programs to public
service jobs performed free of charge for the benefit of the local
community —~~- and from these, certain lessons have emerged that should be
useful to future supported work operators as they examine potential

worksites. See Appendix I for worksite guidelines.

Paving the Way

Any small business requires careful pre-operational planning;
supported work’s workforce, its programmatic intents, and public funding
only accentuate that requirement. Before the first worker is enrolled, an
assessment of local conditions and needs should be conducted, to deter-
mine the most likely areas for worksite development; this initial invest-
igation is usually done by an interested individual or institution.
Later work can be best accomplished on an ongoing basis by an active,
committed board of directors or advisory council (see Chapter V), which
should be made responsible both for ensuring a steady flow of work and
for the public relations effort within the community.

On behalf of worksite develcopment, contact should be made and

maintained in three broad areas: the business community, local govera-

‘
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ment and the unions. The board should arrange to meet with the Chamber of
Commerce or a similar local organization serving as the backbone of
business within a community, and a source of information and support for
a growing program. The Chamber of Commerce can provide the program
directors with statistics on local business: which industries are growing
and which failing; they know whether the local market is basically
satisfied by large outsiders buying into the community or by a collection
of smaller ones; in some instances, such an organization might also help
to identify areas of useful service not satisfied within the community,
It can also predispose the community in favor of supported work.

On the other side of the business community are the unions. The
board of directors of the new supported work corporatiocn must evaluate
the local union situation to derermine what rtoom, 1f any, there is for
untrained workers, what coeperation, if any, there would be, and what
support, Without at the very least acceptance of supported work by

unions, a great many potential worksites are simply not feasible.

Worksite Planning

Bevond pre-operational planning activities, two additional kinds of
worksite planning must be ongoing throughout the life of the program.
The first of these 1s internal or programmatic, and concerns the overall
concept of the job itself and the structuring of job tasks within that
conceptual framework to make success possible, The other activity is an
external or business planning, the actual process of job creation; the
lining uvp of jobs often takes months to accomplish: complex negotiations
on reimbursements or fees for services are sometimes required; equipment

.

and supervisors must be in place; and some knowledge of the market must
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be acgquired.

However, keeping these two arsas 1in mind, with the exception Of,
certain highly skilled professions that require years of training
or apprenticeship, almost no type of work experience can automatically be
ruled out of bounds to supported work. The real gquestion is why do some
worksites meet with success while others do not? If the only type of
work to be ruled out is that requiring a too-high level of skills, are
there any indicators which might provide some clues in advance as to what
worksites will or will not work?

Programmatic Planning. One important demconstration lesson proved to

be that although at first glance the opposite might seem true, the degree
to which supported workers are interested in the type of work they perform
does not seem to be the key factor in the success or failure of a work-
site. Of more importance are: measurable, visible results; community
response to serve as pesitive feedback, the care with which the worksite
is structured; and evidence that the program job will lead to future
work, Thus, while such worksites as building an infant care center,
running & restaurant or tota:! building rehabilitation are flashier and
perhaps more exciting because workers can see their product being used,
operating a maintenance service in public buildings, parkway clean-up or
painting can be equally meaningful because although the job itself may be
tedious, ilmprovement is visible and therefore satisfying. Jobs that do
not have a visible product or process can be structured to define each
day“s tasks so the worker can measure his or her individual progress as
the day goes on, This kind of internal, structural planning is crucial.

Thus supported work jobs are not necessarily the most exciting work --
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although some are -- but their importance lies not in excitement but in
structuring the job to teach work habits and to give the workers the
maximum opportunity to succeed rather than fail, as they have done so
often,

Another lesson is that it 1s of primary importance that all work
projects have a sufficient quantity of work to be performed. The super-
visor or manager and the customer should work out a schedule in advance
so that there is a steady flow of work. Alternative work should be
planned for down-time, when equipment or machinery needs repair, or when
inclement weather prevents an ocutdoor crew from doing its job, often a
public service contract can be negotiated with a flexible schedule, and
this can be used to £ill in during these times.

If the work project is to reflect real employment conditions then
the workers must have the tools and equipment necessary to do the job.
This requires pre-planning, budgeting and a responsive program purchasing
gystem. Provisions must be made for ongoing and emergency maintenance
and repair of important machinery and equipment, Where possible an
inventory of frequently needed machine parts shculd be kept so that
repairs can be made immediately without waiting for a much needed piece
to be sent from the manufacturer. Finally, experience has shown the need
for a secure, limited-access stcrage place for program equipment and
supplies, The program can seriously overrun its budget if it must
continually replace tools and supplies, and insuring these items is also
important,

Workers need to have the right attire for the job they perform.

Some worksites, such as laboratories, construction sites or security
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jobs, may require a uniform, coveralls, safety hats or boots. Workers
doing jobs outdoors or in rainy or severe cold weather need boots,
rain gear, gloveé and the like. Proper attire should be regulated by
the program management and can either be paid for by the program, by
the workers themselves, or the costs shared by both through a payroll
deduction plan.

Ig order to build the workers” pride in their job and develop good
work habits there should be a system for inspection of the work ro ensure
good gquality, With some types of work, spot checks are adequate; with
others, each part produced or every job completed should be inspected.
Supervisors, in conjunction with the customer, should develop a quality
control check list which is signed when the work is completed satisfac-
torily, and the workers should be told that this has been done.

Business Planning. In retrospect, many of those worksites that did

not succeed did so because the programs did net give enough careful prior
thought and planning to the external, business aspects of these projects.
Although it is hard to predict all the possible pitfalls of & work pro-
ject while it’s still on the drawing boards, it 1is not mnecessary for
each program to reinvent the wheel: experts are available in almost every
field, and it is worth a program’s funds to invest in their experience.
In addition, some testing of waters should be done before offering the
community new goods or services; whenever possible, the customer for the
product or service should be committed upfront, as selling a product is a
skilled and time-consuming activity, and very difficult; local unions and
other supportlgroups should be consulted; use should be made of existing

technical knowledge and processes before attempting to develop new ones;
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enough time should be anticipated for the gearing up of a new worksite
since first year costs for labor, management and capital will be far
higher than earnings, and the program must be able to sustain such a new
worksite with the rest of its operaticms. In general, the programs with
the most successful worksites usually had a strong and active hoard of
directors to fulfill many of these functions.

New worksites that require a high skill level or a great degree of
capital investment should be undertaken one at a time so that they can be
assimilated into the program without overburdening it, or iavesting in
something for which there is no market. Two programs capitalized on the
energy crisis, but only one succeeded. One program committed a large
percentage of its resources to the development of solar power collectors
without first analyzing the local market’s demand for such new techno-
logy. Although the idea sounded interesting, the fact that the program
was located in a city where it 1s foggy a pood part of the year made this
concept impractical. On the other hand, another program developed =
storm window wanufacturing project, Prior to this, B0 percent of the
storm windows in the area had been purchased out of state. This project
manufactured a needed product and provided jobs and industry for the
local area, and it appears that this will be a growth industry for the

future,

Worksite Diversity

Over the years, each supported work program has developed a variety
of worksites. Even though management of a program that has, in essence,
become a mini-conglomerate is more complex, program operators learned

that a range of types of work opportunities provided a more-attractive
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choice to potential and current workers, and was felt to be a factor in
improving work performance. Diversity also helps to convince the larger
community of this group”s employment capability. Also, when too high a
percentage of a program’s work is in one limited area, those workers who
are not interested in these activities, but who have no other choice
available, may decide instead to leave the program,.

Supported work programs have built and operated a day-care center,
reviewed for error medical insurance claims in a Blue Cross/Blue Shield
office, manufactured lines of home and office furniture, rehabilitated
blocks of housing in a neighborhood, provided personal and home-care
services to the elderly and infirm, disassembled, cleaned and reassembled
complex industrial equipment, and painted local YMCAs. During the
fourth year of the demonstration, over half of all the participants
worked in more than 20 types of service-oriented projects, including
reupholstery, clerical, business services, child care, and autcmotive
repair (See Table III~l1A and 1B). Nearly another quarter of the partici-
pants worked 1n various construction trades such as building renovation
and rehabilitation, painting, construction of storm windows and winter-
ization, and deleading. Fourteen percent of the workers were involved in
the manufacture and packaging of saleable goods such as furniture, shop
towels and car buffing products, children’s games, dried flowers and
large packing containers,

Most programs have continued to expand their job creation efforts
in labor-intensive work which requires relatively low, non-specialized
skills, simple equipment and generalized supervision. The more special-

ized or sophisticated work projects cost more in capital outlay and
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specifically skilled supervision, and are more susceptible to fluctuating
market demands for those goods and services. In fact, a high ratio of
capital to labor costs in a sophisticated and specialized industry will
decrease the number of available jobs for workers, and this type of work
project tends to work against the goal of the program, Workers who are
trained in good work habits and some basic, widely applicable job skiils
have a better chance of getting a post-program job. Investing a majority
of time, skills and capital in a narrowly-defined work project can be
risky when the stability of the entire program may depend on one or two
proiects which, 1if they fail, can set back the whole operation. Finally,
diverse worksites in different job clusters, at least some of which
are in related work areas, seems to be the most managerially feasible
type of program to operate,

A variety of worksites protects the programs from some of the
pitfalls associated with a buildup in only cne or two types of work: a
sudden drop in the local market’s need for certain goods or services, the
phase-out of public monies which help fund a major project to which the
supported work program is linked, the appearance of a private firm which
corners the market on a particular item, or even the departure of program
staff who were crucial to the implementation of one type of work. By the
end of the second year, all the supported work programs were operating
worksites in at least three types of major industries.

Operational experience has also demonstrated that developing a
variety of worksites according to a common theme is equally important for
s0lid program expansion. Work activities which are tied into each other

in some way and are interdependent, may yield the most profit to the
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program, One advantage of this type of approach is that technical
expertise, supervisory skill and the costs of capital eguipment and
supplies can be shared by many worksites, Often this can be put to
developmental use as well. One of the programs developed a worksite in
the cafeteria of a local industrial firm where workers prepared and laid
out food trays and worked at the steam tables. Several months later the
program’s parent agency purchased and had supported work crews renovate 2
building near a hospital and a large factory, obtained a liquor license
and began to operate a pub-style luncheon restaurant. Workers who began
in the cafeteria were gradually moved to the restaurant £o work as
busboys, grill cooks and waiters. The third phase of their integrated
food services experience came with the renovation, rtefurbishing and
opening that same year of a gourmet restaurant. The most reliable and
experienced workers were sent to train under the guidance of a chef to
learn food preparation, grill work, meat-boning and butchering, and to
bus and walt on tables,
Another program began with a furniture-building worksite, moved into
1ight rehab and eventually got 2 contract to rehabilitate a group of
_dilapidated buildings in a nearby mneighborhood. Although a program
director must beware of overambitiously extending the workers’” capabil-
jties, the work ladder concept embodied by these projects proved to be a
valuable work experience,

Sometimes a large block of funding can be obtained for a host of

work activities under one umbrella which the program could mnot have
received for diversified activities. In their fourth year of operations

one of the programs contracted with a local CDC and wen a HUD-funded
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YCCIP grant which funded up te 90 supported workers engaged in community
improvement worksites doing home chore services for the elderly, building
maintenance and renovation,

Such a thematic development of worksites can also benefit workers in
other ways: clerical work can be transferred to many types of customers
as can construction jobs, and workers who were more experienced were
gradually moved to sites which required a high degree of skill and
speed.

To expand their cperations, programs have sought to identify avail-
able local sources of funding and to capitalize on particular community
needs which they may be able to fill, and to avoié developing worksites
in areas which may go agailnst established community interests. A com—
munity will pay for a service it deems worthwhile, and if a supported

work program provides such a service, it gains the support of the larger

community in its expansion and survival.

Revenue Generation

One of the most important features of supported work is its capacity
to generate revenue. Although a program should never count on covering
expenses by service project revenue, by 1981, the sites overall were
covering an average of 25 percent of their own costs, and some went as
high as 40 percent. Thase revenue generating worksites, if properly
structured, are an ilmportant component for bridging the gap between
supported and regular employment. They represent the program’s ability
to perform real, competitive work while still shielding the less job-
ready workers from the stress involved in the workplace until they

are ready to handle 1t; it also shields private employers from the direct
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difficulty of supervising such workers. Finally, because a customer 1is
paying for goods and services, the demand for quality performance is
higher. The supervisors know this, and transmit it to the workers.

Experience to date indicates that revenue generating work projects
can be expected to be successful if they cover a poertion of operating costs
and simply forego recovery of the original capital investment. Most
directors feel that mandatory graduation of their most experienced
workers precludes the possibility of developing a2 skilled workforce
capable of generating excess revenues over costs. Only longer term data
will give any indication as to whether such worksites produce higher
paying, longer-term post—-program jobs as some program directors believe.
Experience has shown that a realistie goal for revenue generation in the
first operating year 1s about 10 percent. to 15 percent of the total
budget.

Revenue generating projects can be a great benefit to the program
operationally and financially, but there are many factors to consider
when developing them. Most of these worksites have required more plan-
ning, negotiation, start-up time, training, supervisory skill, and
marketing ability than other worksites, This was especially true when
the worksite was geared to providing goods or services to the private
sector,

There are three basic models of revenue generating worksites, each
with its advantages and disadvantages:

e The small {in-house) business model, such as a furniture-manu-

facturing unit, is good in that the continucus close contact
with the program ensures that the supported work elements are

implemented, but poses a complex marketing problem for the
product. ‘
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e An alternative to the business-creation mcdel of worksite
development 1is that of placing a2 supported work crew on-site
with an agency or business, Workers placed in a host agency
can reap the benefits of a training experience which closely
approximates regular employment and the program does not have
to make heavy expenditures of capital for eguipment. However,
ensuring that the programmatic integrity of supported work is
maintained, is complicated by the isclation of the worker from
the program.

e A third solution is to negotiate a subcontract from a local
business to do a portion of their work. This arrangement
can work to the program’s decided advantage: if a business is
renovating a housing complex and union labor is providing the
electrical and plumbing contracting, the supported work program
can seek a subcontract for part of the work. In this way the
program does not assume the burden of the total cost of the
work and the participants gain experience and skills by working
closely with union journeymen.

There have been occasions where a work project was negotiated
without consultation with the local unions, and the project was jetti-
soned because of strong union disapproval. 1t cannot he overemphasized
that no work project should be started in a union shop without the
unlon’s prior concurrence, and the hiring of union journeymen as work

project supervisors may sometimes be helpful in conquering initial

resistance,

Customers and Contracts

There are many types of customers for the goods and services pro-
vided by supported work programs. The largest groups have always been
public agencies and private nonprofit companies, but over the course of
the demonstration, programs have increased the scope of their contracts
with private for-profit firms and private individuals. While they may
have initially contracted to provide labor or services at no charge or at
a small stipend to the public sector agencies, as they gained confidence

»

and a good reputation, the program began to recover full reimbursement
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for workers® salaries, materials, overhead and some additional revenue.
The mix of types of customers for the programs’ goods and services will
vary according to the marketing ability of program staff and the local
employment and industry patterns.

Although revenue generation is an important factor in deter-
mining the worth of a potential work project, not atl work projects must
generate revenues. To gain community or political support for the
program some work projects may provide vital services to the community
for which there are no funds available or which no other group is willing
to perform.

Regardless of the type of customer, the arrangement under which work
is conducted has important effects on the programmatic and fiscal useful-
ness of selling services or products. The crucial factors appear to be
matching job complexity with participant capability, proper preparation
of participants in how to deal with customers, and a well-negotiated
contract which takes into account the multiple goals of supported work as
well as the production and quality needs of the customer. Different
customers will provide a different work experience for the participants
and the types of worksites which a program develops will require varying
managerial capacities.

For nonprofit and community groups Cthe program can offer the gppor-
tunity to expand their efforts without a large increase in the cost of
labor. The fact that supported workers may come from the constituency
served by these apgencies 1s another strong point in their favor. Reim-
bursement for thgse contracts should include an hourly rate for labor and

cover the cost of materials, tools and supplies. One program’s partici-
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pants have provided day care for public housing residents under a salary
relmbursement arrangement with the local housing authority. Another
program’s crews have provided home chore services to the elderly through
a contract for referrals with a local home care agency. Labor costs were
covered by CETA contracts and the home care corporation was approached to
provide a contract for revenues.

In public agencies a supported work crew may fill a void by pro-
vidihg a service which could not otherwise be financed without the
program’s subsidies. The program can often place a larger crew with
a public agency, which results in fewer overhead and management costs
and greater managerial ease, Relmbursements should be similar to
the arrangements made with nonprofit and community groups. One pro-
gram assigns large numbers of participants to work in local schools,
libraries, hospitals, parks, and police departments, and each public
agency pays a percentage share of the worker’s salary costs. Another’s
largest worksite is with a state medical center, where the program
recrults participants and assigns them to several kinds of work in
building maintenance and security, the carpentry shop and the cafeteria.
The contract includes salary reimbursement for workers, a provision to
give permanent job preference to supported workers and a percentage
allocation for program administrative costs.

Small Businesses. For the small profit-making company, supported

work offers additional production capacity without the employer’s needing
to expand the plant and add additional workers. In negotiating contracts
with small businesses program directors have fouund it useful to first

attempt to elicit from them what they believe their needs to be and then
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attempt to elicit from them what they believe their needs to be aund then
suggest how a supported work crew ﬁight fit that need. As the workers
are unskilled and new to the world of work it is mucﬁ harder to try and
capitalize on what they can offer the employer at this first stage of
negotiations. The trade-off on the relative ease of placing supported
workers in small businesses is that there is less ultimate hiring of the
workers at the end of their program stay. It is very important that the
program protect itself with a contract to ensure that the business 1s not
merely taking advantage of subsidized labor.

In order to gain entry to a small firm, programs have offered to
cover the costs of labor and materials and instead be reimbursed by the
item, where goods are produced., If the crew does not deliver a quality
product on the agreed-upon schedule, the pfograms then sbsorb the addi-
rional costs. However once the workers improve their production and its
quality, the terms of reimbursement can often be renegotiated to cover
other costs. One site has a project which stations workers in a2 small
firm that manufactures computer component boards and in two wmonths the
crew has substantially improved production in their area. The company
reimburses the program at an hourly rate which covers the costs of
workers’ wages and a part of the wages of the supervisor, and as the
project continues, & higher reimbursement rate will be negotiated.
Another site has a contract with a real estate firm to paint houses
before they are put up for sale. A contract.for reimbursement is nepgow
tiated for each house based on the estimated time for its completion, and
most contracts fully cover the costs of wages to workers and supervisors,

while some now yield a small prefit to the program that offsets the
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indirect management costs.

Big Business. Approaching large corporations requires a more

sophisticated procedure, remembering that the aim of the program 1is
to fill a need. For instance, menial, entry-level jobs in a large
company often have a high rate of turnover; the supported work program
can alleviate this problem by guaranteeing less turnover and immediate,
trained replacements when it does occur. The corporation, on its part,
can offer job possibilities to successful graduates.

The program could negotiate a contract for a set portiom of the
corporation’s work in a particular area, for 1instance the assembly of
a speciflc machine part, or a contract to do maintenance in corporate
headquarters or its branches. In any case the negotiations should stress
that in addition to doing the community a service, and developing tax-
paving citizens, employing a supported work crew wculd not cost the
corporatien any more than 1t would usually pay for these goods or ser=~
vices. One program employs a crew which does maintenance work on the
evening shift in eight branches of a local bank, Reimbursement covers
the worker’s wages, tools and supplies, and the fact that the program
supervisor is respected and trusted enough te have a key to the banks is

a strong point in the program’s favor when developing similar contracts.

Tvpes of Contract Agreements

Once the program and the customer have negotiated an agreement for
-the performance of work and the level of reimbursement, the terms of the
agreement need to be drawn up into a formal contract. See Appendix 11
for samples of contract formats currently in use by supported work

programs. Items which should be addressed in any contractual agreement
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should generally include the following:

1. A descripticn of the service or product to be provided, the
amount of work to be performed, and the timetable for 1its
completion. Any special provision of the employer should zlso
be included in this section.

2. The terms of the reimbursement. Does the customer pay by the
unit for the product or service, or does he rather cover all or
a portion of the hourly labor cost? Which party is responsible
to pay the cost of raw materials, transportation, physical
facilities and utilities, and capital equipment? Who will
provide and pay fer the supervision?

3. The agreement should specify the billing and payment schedule
arranged between the program and the customer.

4. In the case where the customer provides the raw materials for
the project there 1s usuallyv & maximum sum zgreed upon for loss
or waste of materials. The program is then responsible for

paying for loss or waste above that figure,

5. Any insurance requirements of the contractor or by the customer
should be spelled out. This can include Workmen’s Compensa-
tiomn.

Worksite Descriptions

The following pages contain analyses of 11 worksites implemented
during the national demonstration. Contained in the analyses are both
the pros and the cons of those specific worksites, their pitfalls and
their benefits for use by new supported work program operatoers. These
analyses are meant to be merely representative of typical demonstration

experiences, not blueprints for a recommended plan.
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Product/Service - Landscaping and Gardening Crew size & - 10 swers

Description of services - Mow lawns, do edging, prune shrubbery,
water, fertilize, seed, plant shrubs and flowers, prune small trees
and generally police areas.

Skill levels =~ Basically unskilled work with some related training and
on the job training. Basic landscaping and some horticultural and
floricultural training. Training can be done by the supervisor, the

customer or a lecal educational program.

Markets = Local housing authorities, parks departments, public in-
stitutions, private corporations, apartment management companies,
etc.

Contracts and fees -~ Usually a seasonal contract for specific tasks in
a defined area. Best type of contract is for labor plus materials.
A fixed fee or fair market price is more the norm. Sometimes the

customer will supply all materials and plants. Billing is usually on
a monthly basis for hours worked and materials used or for the
percentage of work completed in a fixed fee arrangement,

Facility needs =~ Shape-up place and a secure storage shed for tools,
equipment and materials and a repair shop.

Fquipment needs - Power mowers, edpers, hand mowers, rollers, wheel-
barrows, containers, and etc.

Tool needs - Clippers, pruning shears, shovels, spades, hoes, pitch
forks, picks, hand tools for eguipment repair, and etc.

Materials - Grass seeds, fertilizer, peat moss, wood chips, gasoline
and o0il, sprays, seeds, bulbs, oplants, shrubs as determined by the
job.

Transportation = Mobile crews require vans to transport workers,
tools, equipment and materials. A small truck used on an as needed

basis is generally necessary.

Licensing and insurance =~ Both, for vehicles. Local laws would deter-
mine license needs for a landscape contractor, but licensing is
generally mnot required. Liability insurance is a must. Some con-

tracts may require bonding. Guarantees on the life of plants,
shrubs, or trees purchased is vital,

Management and supervision -~ A full time supervisor for each crew.
A project manager if three or more crews. Manager and/or supervisor
should have extensive experience in operating a landscape business or
have been a supervisor of a landscape crew for some institution.
Someone on staff should be able to do equipment repair.




Potential and/or real problems - Rainy day work, off-season work,
power equipment breakdown, guality control of work performed and
customer relations and collections.

Transition possibilities - Will vary by location and length of grow-
ing season, Public institutions, small landscape contractors and
individual spin-offs into a small business are the best bets.

Pluses -~ Low skill requirements, can be done by youths and adults,
iz probably available for contracting out because it 1is seasonal
work, low capital investment, and produces highly visible results.

Some of the National Experiences - Something we usually can manage
and can be 4 good income producer. Equipment breakdowns and poor
gardening techniques leading to dead plants are the biggest problems.
Teaching safety measures to the supported workers using power equlp-
ment has proved to be necessary. A good quality job done can create a
terrific community feed-back and concurrently a poor iob can cause
the reverse reaction. Having the workers outside in the public eye
presents the same opportunities and risks.

Product/Service = Parkway Maintenance Crew size 5 ~ 6 swers

Description of services - To provide all necessary janitorial maintenance
For 15 administrative buildings located at toll booth plazas, for 140
toll booths, and for 2 state police barracks on the parkway. Five
crews from three different supported work programs divided the work
up according to geographic proximity and size of work leoad. There
are detailed cleaning specifications in the master contract.

Work schedule - Crews generally work an 8:00 am to 4:00 pm shift Thursday
through Monday inclusive. They are off on Tuesday and Wednesday each
week., The parkway gets more traffic on weekends and therefore needs
cleaning more at that time than during the week,

Skill levels - Very entry level maintenance work. Training in certain
cleaning techniques and in use of special materials has been given by
rhe highway authority maintenance division.

Marker - Customer is the State Highway Authority which gets a double
benefit from this arrangement: the social benefits of creating 25-30
jobs for severely disadvantaged state residents and the guarantee of
a good cleaning job by the crews.

Contract and fees -~ The contract is with the State Highway Authority
and has a three year slightly escalating renewal clause subject to
approval by all parties. Reimbursement averages 516,500 per crew
annually. After paying for all transportation, materials, tools and

equipment costs, each crew generates about $8,200 to offset some of
the costs of labor and supervision. o
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Facility needs ~ A secure place to store vans and equipment overnight.

Equipment needs - Major need is for purchase or rental of vans., Floor
buffers/waxers and portable vacuum cleaners are alsc used.

Taol needs - None

Materials ~ Trash bags, mops, pails, sponges, cleaning materials, wax,
steel wool, brooms, dustpans and dust cloths. The authority fur-
nishes paper towels, paper cups, toilet tissues and hand soap.

Transportation =  Vans equipped to legally carry a supervisor, up to
six workers and all materials is necessary. A backup vehicle is

also a necessity.

Licensing and insurance - obviously, vehicle registration, licensing,
and liability insurance are a2 must. Fach policy must rveach the
limits specified by the S&tate. Bonding of all workers is also

required because of the accessibility to large amcunts of coins in
the counting rooms.

Management and supervision ~ These crews are usually part of a larger
maintenance division with a professional manager. FEach crew has a
full time supervisor who must be extremely dependable, skillful in
handling the workers and good at the customer relations job of
dealing with the toll booth collectors, managers and State police.
There should be one or two back-up supervisors always available on
short notice.

Potential and/or real problems -  The pessibilities of petty or major
theft. A good orientation by Highway Authority personnel addresses
this problem and lets workers know how it is dealt with. Weather
especially in winter can be a major problem. The best remedy is a
good sensible communications system between the authority and the
supported work program for cutting short or calling off the work day
across the State or on certaln secticns of the highway. Vehicle
breakdowns need to be anticipated and back-up vans available,
Attendance on weekends at times is a problem and back-up workers
should be available on call as well as a weekend hourly pay differ-
ential offered to workers.

Transition pessibilities -~ Some possibilities with the Authority but
not in great numbers. More importantly, workers who develop into
good dependable employees working this sort of demanding work
schedule should be easy to place in a variety of related jobs in the
public and private sector.

|

other States,

Some of the National Experiences = B8So far it has not been replicated in
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Product/Service - Buildimg Maintenance Crew size 5 - 6 swers

Description of services = A wide variety of interior building cleaning
and maintenance services. It includes doing entrances, corridors,
washrooms, offices and meeting rooms. Floors, walls, ceilings,

light fixtures, windows, blinds or shades and furniture are all
cleaned and cared for according to the specifications of each job.
Emptying waste baskets and removing the trash is generally in all
specifications. Working hours are negotiated between the customer
and the supported work program. In some cases this 1s the only
cleaning service but in many other cases it is supplemental to a
public agency regular service.

Skill levels - Very entry level maintenance work. Training cen be
given by a representative of the customers or supervisor.

Markets -~ Prime market is all kinds of understaffed public institu-
tions, court buildings, police stations, hospitals, nursing homes,
mental health facilities, housing projects, and all sorts of govern-
mental department office buildings. Private for profit customers
have contracted for services at hotels, apartment complexes and
branch banks.

Contracts and fees - A wide wvariety of arraEgements are possible,
Private for profit companies pay for the fair market value of the
service, Public institutions are provided the services at a
subsidized rate. As always the best deal is usually the hourly

labor rate plus materials, but a fixed fee rate is also common.

Facility needs =~ A shape-up place/locker room and secure storage
for supplies, equipment and waterials is needed.

Equipment - Equipment for stripping, waxing and buffing floors is
the only real capital investment.

Tool needs - Some hand tools for minor repairs.

Materials —- Trash bags, mops, pails, sponges, cleaning materials, wax,
steel wool, brooms, dustpans and dust cloths,

Transportation - A ride to and from work may be necessary if the
worksite is not easily reached by public transportation. If a crew
cleans a number of spread-out buildings on each shift a van is
necessary to carry workers, materials, and equipment.

Licensing and insurance - No licensing rteguired except in unusual
situations like gambling casinos. L.iability 1insurance and some
bonding is standard practice.

Management and supervision = A cleaning crew 1s generally part of a
maintenance division of a supported work operating company which
would have a professional manager. Each crew is under & full-time

on-site supervisor with previcus supervisory experience in the blue
collar trades.
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Potential and/or real problems -~ Minor theft of items left unprotected
in people’s offices. Small portable radios and petty cash are
likely targets. Supervisors need to he mobile and have good control
over workers who are often dispersed throughout a rambling, multi-
storied building.

Transition possibilities =~ Generally goed in both the public and
private sectors. Local labor market pay rates will determine
whether or not supported workers will leave for unsubsidized main-
tenance jobs in that community.

Pluses - Low skill requirements, generally available reimbursable
work and modest capital equipment needs,

The National Experience - Every supporred work program has had some
experience in the maintenance field even if it just maintains its
own facility. This is another low investment, good return kind of an
operation for a typical supported work program, especially in those
that recover minimum wage for labor and all other expenses from the

customer,
Product/Service - Paper Recycling Crew size 12 swers
Description of services - Residential collection of newspapers and
cardboard and secondary metal and glass. Reduces the tonnage of

trash to be collected by the local sanitation department to be
dumped in the community landfill area. Crews also make pickups at
businesses, print shops, the university and local government offices.
There are 18 residential routes serviced on a regularly scheduled
day each month. Everything is trucked to a warehouse to be sorted,
and, 1n the case of paper, baled. The bales are stacked and held
for shipping. When there is enough volume, it is loaded for shipment
and sold. ' There is an ongoing public relations and advertising
campaign and customer telephone follow-up if pickups fall off,

Skill levels - Some workers need licenses to drive trucks, and enough
driving skill to learn to operate a fork lift; and others need
rudimentary communications skills for learning the public contact,
customer relations and advertising ends of the business. Major
training is in educating the workers about the environmental needs
for resource recovery programs.

Markets - Baled paper is sold through brokers to paper mills and
sometimes directly to mills. Metals are sold to salvage dealers and
glass through brokers to glass manufacturers.
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Contracts and fees - Proiect periodically will test market to get
deals with brokers who pay highest amount per ton. Sometimes it is
advantageous te have an arrangement with a broker that pays a
couple of dollars under market when the prices are high but has e
guaranteed floor when market prices are low.

Facility needs - A separate building in an area zoned for warehousing
with docking facilities for a truck and a fenced in area for park-
ing. A 3,000 - 4,000 square foot building is about the miniwmum
required. A 15 foot ceiling will allow for stacking of bales. An
office area of about 300 - 500 square feet should be built in.
Special! electrical hookups are required for many baling machines.
Building should definitely meet all fire codes for this type of
operation. The certificate of occupancy should clearly allow such a
buginess on the premises,

Equipment needs - In addition to vehicles, the only major eguipment
needed is a baler, a fork 1ift and large metal storage bins for
metals and glass. Telephones, & typewriter and access to a copy

machine are needed for the advertising and public relations work.
Appropriate office furniture should be available as needed.

Tool needs ~ Bale strappers, little banking machines and hand tools
for building and/or vehicle maintenance are necessary.

Materials - Wire, cord, and general office supplies are the minimunm,
Transportation - A one—-ton truck with a 12-foot box is about the
smaliest that could handle the route pickups., A 16-foot step van

does the other pickups.

Licensing and insurance = Most communities require licenses or permits
for residential waste colliection. Salvage dealer’s permits may alsc
be necessary. The appropriate certificate of occupancy allowing
this use is a must, Adequate vehicle and facility liability and

accident lnsurance is mandatory.

Management and supervision - A full time manager/supervisor and a
supervisor for the collection crew is necessary. The manager should
be experienced in and knowledgeable about source separation recyc-—
ling and have previous management experience. '

Potential and/or real problems - work flow in warehouse not always
steady. Community participation on route fluctuates. The market
pricing undergoes many changes.

Transition possibilities - There has been some placement into unsubsi-
dized jobs at paper companies and print shops. In additicn, for
laborers te have some experience in truck driving and fork 1ift
operation has been a plus in placing them into general warehouse
wOTrK.
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Pluses - Low skill requirements, easily availahle markets, the public
relations value to the supported work program and the fact that the
workers know that their efforts have a positive effect on the local
environment are all pluses.

National Experience - Only one supported work program is operating
a recycling program this extensive, but 2 or 3 others are involved
in supplying labor to such programs or are newly operating smaller
efforts that may more fully develop over time. The one large
operator is currently covering all cests for transportation, rent,
utilities, equipment, wmaterials, advertising, direct management
and supervision out of revenues from sales.

Product/Service - Automotive Cleaning Materials Crew size 11-12 swers

Description of products - Produce cleaning towels, buffing mittens,
and other items for cleaning autos. The shop is basically a sub-
contractor for a successful local firm. Work performed includes

cutting, sewing, assembling, packaging and boxing of products. The
workers also handle inventory, shipping and receiving functions,
record keeping and documentation for billing purposes at the plant.

Skill levels - The cutting and sewing jobs rvequire manual dexterity
and good hand and eye coordination. Many AFDC mothers in the
project have had previous experience on home sewing machines and
it is relatively easy for the supervisor to train them on the
industrial sewing machines in the plant. Workers who have diffi-
culty mustering the cutting and sewing functions can be assigned to
packaging, boxing and shipping and receiving jobs.

Markets = The plant has had one major customer for almost 100% of its
output for the last three years. The customer purchases all raw
materials for production, packing and shipping and handles all of
the marketing. The supported work program is paid for each item it
produces and/or packages at a negotiated price. This is a good
arrangement, in that the program can concentrate solely on produc-
tion without a lot of cash flow problems and inventory surpluses.
On the other hand the plant is too dependent on one customer and
would be practically out of business if this relationship were
severed for any reason. It needs to generate additional customers
in order to protect itself.

Contracts and fees - Presently the project budget generates enough
income teo offset the total costs of rental, utilities and main-
tenance of the plant and its equipment plus the costs of a part-time
plant manager and a full-time supervisor. As mentioned earlier, the
price on each order is negotiated between the plant and the customer
and items that turn out to be real losers are either not handled
again in the plant or are handled at a higher negotiated rate.
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Facility needs =  This project uses about 4,000 square feet of plant
“space and another 800 square feet of office space. There are truck
bays for loading and unloading orders. Plenty of good lighting,
enough electrical outlets for each sewing machine and the bagger-
sealer, and adequate power for a compressor were rhe major facility
improvements. The crew 1itself builr all of the work tables and a
very large cutting table.

Equipment needs - A total of 12 industrial sewing machines of two
different types are used in the plant. GSome products require sewing
on one type of machine and others must ke done on the gecond type.
Two bagger—sealers are used in the packaging operation. In addition
to two inspection tables there 1s a 307 «x 57 cutting table with a
manually operated 5° long material cutter. A manual fork lift is

used for leading and unlecading.

Tool needs ~ A good set of hand tools appropriate for repair of
industrial sewing machines.

Materials - All materisls are provided by the customer.

Transportation ~  The customer delivers all raw materials and picks
up all finished goods.

Licensing and insurance - There 1is no licensing necessary. Basic
liabilify, fire and theft on the plant and its contents are of
course required.

Management and Supervision -~ A manager with many years of set-up and
production experience in the needle trades oversees the plant on a
part-time basis. A full-time supervisor—trainer manages and trains
the workers. A repairman 1is on contract to service and repalr
machineé two days a weak,

Potential and/or real problems - There is a need to develop additicnal
customeg§s. Down-time is a preblem if the present customer has no
ordiers @r misses a delivery of raw materials. Some of the items

prodiged are seasonal. Equipment breakdown was a major problem
until the present regular Tepair service was identiflied and com-
mitted. When workers turn over there is a drop in productivity

while inexperienced workers are trained. Locating & capable and
available plant manager was alsoc a ma)or problem.

Transition possibilities ~ A number of workers have left supported
wotk Eor unsubsidized jobs in the industry. The industry is 1n a
growth period locally.

Pluses ~- Many supported work eligible persons have some home sewing
experience. There i1s some good training involved and the work can
pe highly structured, Production counts are easy to take and goal
setting and measuring performance 1s not too difficulr. In many
ways this type of plant is ideal for a supported work setup. It
also generates & decent amount of revenues. o

B




SUPPORTED WORK:

A PRACTICAL GUIDE FOR
PLANNERS AND OPERATORS

Manpower Demoanstration
Research Corporation

December 1981




This practical guide was prepared by MDRC staff as part of ite
responsibility to carry out and evaluate a National Supported Work
Demonstration under the following grants or contracts:

Emplovment and Training Administration
Department of Labor
(Grant No. 33-36-75-01)

Employment and Traininpng Administration
Department of Labor
(Contract Nos. 30-36-75-01 and 30-34-75-02)

The Ford Foundation
(Grant No. 740-0337)

The Employment and Training Administration of the Department of
Labor is the lead agency in a federal funding consortium, which includes

the following additionzl agencies:

Law Enforcement Assistance Administration
U.S. Department of Justice '

Qffice of Planning and Evaluation
U.5. Department of Health, Education and Welfare

National Institute on Drug Abuse
U.S. Department of Health, Education and Welfare

Office of Community Actien
U.8. Community Services Administration

The points of view or opinions stated in this document are not
intended to represent the official position or policy of the supporting
funding agencies.

Copyright 1981 Manpower Demonstration Research Corporation _.

-




BCARD OF DIRECTCRS
OF THEL
MANPOWER DEMONSTRATION RESEARCH CORPORATION

RICHARD P, NATHAN, Chairman
Professor/Public and International Affairs
Princeton University

M. CARL HOLMAN, Vice-Chairman
President
National Urban Coalition

PAUL H. O'NEILL, Treasurer
Senior Vice President
Internaticnal Paper Company

ELT GINZBERG, Chalrman Emeritus
Director/Conservation of Human Resources
Columbia University

BERNARD E. ANDERSON
Director/Social Sciences Division
Rockefeller Foundation

ATAN KISTLER
Director of Organization and Field Services
AFL-CIO

DAVID SCHULTE
Vice-President
Salomon Brothers

ROBERT SOLOW
Institute Professor
Massachusetts Institute of Technology

GILBERT STEINER
Senior Fellow
Brookings Institution

PHYLLIS A. WALLACE
Professor/Alfred P. Sloan School of Management
Massachusetts Institute of Technology

NAN WATERMAN

Treasurer, Board of Directors -
Children’s Defense Fund

~iii-







CHAPTER I:

CHAPTER II:

CHAPTER III:

CHAPTER IV:

CHAPTER V:

CHAPTER 1V:

TABLE OF CONTENTS

INTRODUCTION AND OVERVIEW

PROGRAM ELEMENTS

WORKSITES

PLACEMENT

ORGANIZATION AND MANAGEMENT

PERFORMANCE CRITERIA

1w

37

73

g8

165







CHAPTER I

INTRODUCTICN AND OVERVIEW

Supported work is a program designed to impart good work habits
and experience to the hard-core unemployed, thus easing the transition to
jobs in the rtegular labor market. Supported work, unlike most other
employment or social service programs, was operated for five years as a
naticnal demonstration and evaluated under an experimental research
design.1 The demonstration was managed by the Manpower Demonstration
Research Corporation (MDRC), and this manual represents a summary of some
of the most useful lessons derived by MDRC staff from the management and
operation of the supported work demonstration.

The National Supported Work Demonstration began operations in early
1975 at 13 locations across the United States, Its purpose was to
determine the ceost-benefit and impact of supported work on the long-term
employability, earnings, welfare status, criminal and drug activity of
four groups of people who represent a substantial core of what is often
catled "the underclass:" former drug addicts, ex-offenders, long-term
AFDC recipients, and drop-out, delinquent youths. Because supported work
was to be a highly structured research project involving the random
selection of participants into control and experimental groups, eligi-
bility requirements for each group were carefully defined and enforced to

ensure that each individual entering supported work had little or no

See MDRC Board of Directors, Summary and Findings of the National
Supported Work Demonstration (1980) for a comprehensive overview of the
basic findings of this large-scale experiment,




previous employment experience and a perscnal history of institutional
dependency or involvement that made it highly unlikely that he or she

would ever become a stable member of the workforce by conventional

means. As the demonstration progressed, leocal communities also utilized
supported work for other populations =~ primarily former alcoholics,
recently-released mental patients and the mentally retarded -- and

although these groups were not included in the original research sample,

their in-program experience indicates that supported work may be appro-

priate for these and other groups as well,

By 1981 the demonstration had grown to include 21 programs located
in 13 states. Three states -~ Wisconsin, New Jersey and West Virignia --
had chosen, based on early demonstration experience, to expand supported
work operations. - Many of the 21 programs were noticeably unique in
various respects. But each program could be characterized by a few
fundamental features which together constitute a working definition of
"supported work."

. A sole-purpose organization or distinct unit of a larger
organization was responsible for employing the supported workers and
developing and administering the various components of supported
work. This organization or unit had a professional staff whose work
was solely devoted to the supported work operation. It may have
been a nonprofit corporation whose sole corporate purpose was the
operation of supported work. Such an organization had its own board
of directors, wusually composed of persons representing local busi-
ness, labor, community, governmental, banking and legal interests.

Or, the program may have been lodged in a larger local organization,




such as 2 CETA office, Urban league, Spzanish-Speaking Unity Council
or Community Action Agency, where supported work was one of several
programs being operated under one corporate umbrella. In this case,
the supported work program was usually located separately from the
overall agency and its other programs; it had its own director and
staff, but did mot have a distinct board of directers, and reported
directly to the parent agency’s director and board.

This operational "distinctness" insured program integrity and
appropriate devotion of resources, pinpointed managerial responsi-
bility and made it possible to capture all program costs in account-
ing for the program’s cost-benefit ratio.

The supported work programs each employed from 80 to 500
participants, although demonstration experience was that feQ sites
had the resources and management skills to operate programs of over
200 participants. Individual program size during the national
demonstration averaged about 125 participants.

The vast majority of programs chose to employ two or more of
the specified target groups rather than concentrate on one specific
group so that their efforts could be concentrate@ on the various
worksites they operated, and the common work-related problems these
groups have, rather than become overly identified and involved with
problems unigque to one target group.

The worksites at any individual program -- and there usually
were between five and fifteen -- vanged from painting the interior
of local YMCA buildings, renovating a house acquired from HUD,

delivering school lunches under a Department of Agriculture program




and microfilming public documents to building and operating a day
care center, winterizing homes for the elderly, producing furniture
and processing claims for an insurance company. The worksites at
each program reflect the needs and opportunities of each commuriity.
The wvast majority involved entry-level skills, and what skills
training there was would be in the main done on the job. The common
boné of these various worksites was that with few exceptions each
employed a crew of supported workers, i.e., 4-10 participants
working and supervised as a unit. There was usually one pro-
fessional supervisor for each crew of workers.

Most of the worksites were revenue-producing, i.e., they
produced goods or services under contract to a public or private
agency, and the- program received payment for those services or
goods, A program covered between 15 and 35 percent of its total
expenses by such revenues., This revenue-producing aspect of sup-
ported work was important not only because it reduced the need for
public funds but also because it ensured, in the minds of both staff
and participants, that the work was 'real."

The physical location of supported work, particularly of the
larger programs, would most likely be a warehouse or factory where
in-house worksites were developed and operated.

Participants vemained in the supported work program for a
maximum of 12 months. During that stay participants were viewed as
emplovees, who could be suspended, fired or docked in pay for the
violation of established policies. The requirements for employment

in supported work, both in terms of productivity and disciplined




attention to rules and regulations, were gradually increased over a
worker s stay in the supported work program. Most workers started
out at a less demanding job in terms of complexity, productivity and
judgment reguirements, and upon satisfactory performance and tenure
usually had the opportunity to transfer to more challenging work.
Many programs tried to make a new employee’s first job assignment at
2 worksite in the program’s physical headquarters, and only later,
after proven performance, was a worker sent out on a crew which
works at & public or customer facility,

If the supported worker met the gradually increasing standards
of punctuality, attendance and productivity, he or she could expect
to receive a small weekly or monthly bonus and a modest hike in
nourly rate every three months or so. The standards got tougher and
the periods between bonuses and wage raises got slightly longer as a
worker’s time in the program increased. By the time the worker was
ready to leave supported work for a regular job, these special
incentives were no longer a significant feature of his or her
supported work experience.

Throughout a supported worker’s employment he or she had
available various other forms of support, depending on the local
program’s resources and operating philosophy and the degree of
involvement of the participant’s referring agency. Some programs
offered on-site counseling for work-related problems; on-site GED
and driver”s license courses; and referrals to counseling and other
kinds of assistance located throughout the community. But the

program’s focus was on the work itself. The competent operation of




a multi-worksite supported work program absorbed the vast majority
f program resources, and kept the attention of staff and workers on
doing & limited number of specific tasks well during their stay at
the supported work program. Less than 5 percent of the demonstra-
tion’¢ operating expenses was attributable to ﬁroviding ancillary
services, and payling participants’ time for utilizing them.

At some point anywhere from 3 to 9 months in & supported
worker’s program stay he or she began to receive job readiness
training on & regular basis, while still spending 3G-35 hours per
week at & worksite. How to make out resumes, mock job interviews,
what are employver expectations in the industries the worker was most
interested in, what industries should an individual worker focus on,
etc., were all part of this training. The supported work program
had staff able to assist the employee to obtain interviews with
private or public employers. Somewhere betwean 35-50 percent of the
program’s participants, depending on the target group, would transi-
tion to noen-supported work jobs, The others would resign or be
fired. Suppoerted work hired persons with little or no previous
employment success, and had a noticeable impact on many, and none on
many others,

The local CETA agency covered gbout a third of total program
costs from formula-funded CETA Titles. Aneother 25 parcent came from
worksite revenues, and another third from natiomal DOL funding to
cover management, administration and worksite expenses not normally
covered by formula-funded titles. The remzinimg 8 or 9 percent came

from other local sources, such as Community Development er LEAA




funds, and, if the program employed AFDC recipients, from welfare
diversion monies. A program with AFDC recipients would have about
40 percent of AFDC wages covered by the diversion of welfare pay-
ments into the wage pool.

The program cost about $6,500 per participant in public funds,
and 70 percent of that went toward workers’ wages, fringe benefits

and bonuses.

This manual sets forth inm the following chapters a more detailed
exposition of the various programmatic strategies and techniques that
characterized the operation of supported work during the national demon-
stration, There are several areas this manual does not cover, however,
which are equally important to the effective development and operation
of supported work. One is sound management, There are numerous courses
and books which teach the basics in sound management, and this manual
does not attempt to replicate them, In overseeing the national demon-—
stration MDRC tried to ensure that experienced managers were hired to run
the local supported work programs. When programs did not reach their
goals and were not well-managed MDRC worked with the local boards of
directors to replace top management. If this was not feasible, or did
not produce better results, the programs were closed down. Local boards
of directors and funding agencies will have to be willing to play this
kind of active oversight role to ensure that their supported work pro-

grams are well-managed.




Second, this manual does not document, for reasons of space, the
management infermation and fiscal reporting systems which MDRC designed
and required at all the demonstration sites. These systems are critical
if managers, boards of directors ané local funding agencies are to have
reliable data on which to base decisicns regarding strategy, key per-—

sonnel and goals.




CHAPTER II

PROGRAM ELEMENTS

Fach supported work program 1s structured to provide certain
basic elements: peer support, close supervision and graduated stress.
These elements lie at the heart of the supported work concept, and
enable participants to become gradually accustomed to work as an order-
ing of activities that is progressively demanding and rewardiag, soci-
ally supportive, and carefully supervised, in short, they make success

possible,

Peer Support

Peer support is achieved primarily by havipg participants work in
groups or crews of 4-10 participants. Inherent in the concept of
peer support is the notion that newly-employed supported workers will
feel more comfortable if placed in work situations with people who have
had similar experiences and difficulties with the regular labor market.
Assigned to crews made up of peers, a new supported worker is less
likely to be distracted from work because of concern about being the only
ex~addict, ex-offender or welfare recipient at the job site.

Whether or not to mix target groups in the same work crew == parti-
cularly youths and AFDC participants with ex-addicts and ex-offenders --
troubled the demonstration planners at first, but it was decided to issue
no prescriptive guidelines on the subject, and instead let local program
decisions and experience indicate what, if any, problems would arise from
such a practice, and whether or not guidelines should be issued. Local

practice was, as might be expected, mixed -~ a few programs initially




tried to avoid mixing target groups, while most disregarded such labels
in assigning participants to crews.

Experience has also been mixed. The risks involved with the single
target group crews were that rather than creating an atmosphere iﬁ which. -
it was possible for participants to break old patterns and to develép:_
new, more positive ways, it might do the opposite by reinforcing an
identification with 2 specific kind of behavior. The potential problems
of these "one target group'" crews can be eased by initially intensifying
supervisory resources at the worksite and, particularly for youths,
enriching the program with more ancillary services such as counseling —-
a combination of remedies a cost-conscious program will find difficult
to implement on 2 large scale.

Most programs prefer mixed target groups, judging that it prevents
the program from being tagged by its own staff and participants, and the
local community, as a "one-group" rather than a "work" program. It
forces participants to focus on their work-oriented problems, habits and
skills, since in mixed crews, work —-- not a background of addiction or
incarceration -- is the common denominator., The one all AFDC program in
the demonstration was an exception, and experienced few worksite opera-
tion problems.

Although MDRC refrained from establishing rigid guidelines on
crew compositiocn, the consensus among program operators 1s that the

L

optimal c¢rew size is between four and ten persons, with the national

demonstration average for crews being five members. Not only dees th
size seem most conducive to the workers’ sense that they are in a dis-

tinct work unit; it also represents the number of participants that can
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be most efficiently managed by one supervisor.

In addition to tural conditions there are two primary reasons
justifying crews that do not fall within the preferred range: first,
occasionally the needs or capabilities of a worker are more effective in
an individual placement than crew work. For instance, several cf the
programs employ persons with histories of chronic mental illness. A few
of these participants are simply not able to functionm in situations with
muich interpersonal dealing, and are best placed, at least initially,
either in crews with a minimum of work interdependence or in individual
work situations. Second, some programs use single-placement, nen-crew
worksites as the last step for a participant ready to move from the
program into permanent, non-subsidized employment. These workers, after
several months of successful participation in a supported work crew can
often benefit from an individual worksite placement to add to their
confidence that they can succeed at work without the social support of
their crew.

In both cases, the other supported work elements are adjusted to
ensure that the proper supports are provided. This 1s usually accomp-
lished by having a roving supervisor who moves from site to site, setting
goals, monitoring performance and providing reinforcement in c¢onjunction
with the employer’s supervisory personnel. It is, however, the employ-
er or host who actually has more regular, intensive contact with the
gsupported worker.

For example, a supported work program might decide to operate a
worksite that has unique advantages -- e.g., training in a field with

unusual transition opportunities, high revenues, an opening into a major
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area of the private sector =~ but whose manpower needs do not fit the
preferred crew size. One demonstration program developed a commitment of
77 job slots at a large local medical college. These slots included
clerical, maintenance, lab assistant, greoundskeeping, carpentry, and
shipping/receiving positions, and were often either individual placements
in a college department or, even if several were in the same department,
were not planned as crew work. The college reimbursed the supported
work program for each slot —- thus it was a2 revenue-producing worksite -
and alsc indicated that the rollover potential would be high.

The worksite, although tempting, was not, as offered, supported
work, so program operators took several steps. They established Iialson
supervisors, whose sole job was to work with the college supervisors and
the participants to ensure that the graduated stress and intense supervi-
sion elements would be implemented. The supervisors worked with the
various departments to ensure that wherever possible, crews were estab-
lished. They set up small, weekly group meetings for participants to
discuss their work experience and any problems they were having. They
processed transfers to "regular" supported work crews when a participant
became dissatisfied with the college experience. Supported work progranm
management regularly evaluated the attendance, productivity, transition
and retention rates of the college worksite participants in comparison to
supperted workers in more conventional supported worksites. And sup-
ported work applicants were carefully screened so that those with the
skimpiest prior work experience or most troublesome personal problems
were not assigned to the college worksite. The program devoted consi-

derable management and supervisory time and imagination to making this




attractive worksite amenable to some structured crew support.

Generally, however, peer support 1s best accomplished by work in
crews, and, when possible, stable crews, Research interviews with
supported work participants indicate that those who were transferred very
often from worksite to worksite to meet emergency program workforce
needs were generally critical of their program experience. Minimizing
such management-directed transfers is a function of effective worksite
and personnel planning, although some instability is unaveoidable. Table
1I-1 indicates the demonstration’s attendance average for each of the
target groups, and gives a manager some notiocn of the personnel surplus
necessary to maintain worksite operations on schedule with a minimum of
transfers, Some overenrollment 1s necesgsary because program operators
must be able to guarantee adequate manpower for each project, and because
normal absenteeism will predictably diminish a program’s workforce. Cn
the average, programs hired about 10 percent more participants than
they had active full-time work slots. Doing this, however, requires the
creation of a mechanism to provide work for any extrs participants, to
avoid the risk of workers sitting around with nothing to do. Some
programs mailntain one or two flexible crews that can absorb any extra
workers as necessary.

Another method of stabilizing crews and utilizing peer support
effectively has been to mix new supported workers with "veteran" crew
members who can understand the problems of adjustwent and provide posi-
tive support and leadership on the worksite. At its best, this happens
naturally as empry slots at worksites are filled with new participants.

Sometimes program managers will alsc attempt to place one proven worker
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TABLE II-1

ATTENDANCE RATES (1980)

TARGET GROUP

AFDC 88.8%
EX~-OFFENDER 82.4%
EX-ADDICT 84.7%
YOUTHl 96.4%

OTHER 86.5%
All Targetr Groups 88.4%

Youth figures includes vouths enrolled in the
variation program.
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in every mnew worksite, This 1s wusually useful only when the proven

worker will voluntarily make the worksite transfer.

"crew chiefs,"

Often these already successful participants are named
and take over various administrative duties (e.g., ordering and obtaining
supplies, keeping inventory, maintaining timecards) and occasionally
superviéion and teaching of the work itself. Crew chiefs are paid 10
percent more than regular supported workers. They are intended to be
role models and motivators for other supported workers. However, the
naming of crew chiefs from participants must be approached conserva-
tively, as the vast majority of demonstration programs will attest. Many
times successful supported workers, whose work habits are exemplary and
personalities stabilizing in a crew setting, have no management, leader-
ship or administrative skills, and do not work out well as crew chiefs,
Sometimes thelr technical werk ékills do not equal those of less depend-
able workers, and thus their credibility to supervise is undermined. Not
infrequently, a participant named crew chief exercises excessive autho-
rity over other workers; also, several of the target groups have by
definition, considerable difficulty in maintaining stable authority
relationships, and this can include being in a position of authority.

The vast majority of supported work programs utilize the "crew
chief" mnot as & regular part of every worksite’s structure, but as a
special device for worksites which have a clearly definable need for such
a role, and then only when a supported worker with the proper combination
of skills, work habits and leadership emerges. Objective criteria, such
as attendance and punctuality, are not sufficient standards for the

naming of crew chiefs. Most programs require higher than ordinary
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attendance and punctuality performance to be eligible for a crew chief
position; in addition to these, supervisory ratings in leadership,
ceoperativeness, initiative and other such performance categories are
used to determine actual selection.

In cases where_supported workers are scattered throughout a given
worksite -— at the medical center described earlier, for instance ==
regular meetings are held with the supervisor to review performance, set
production goals, or, when necessary, to air grievances. These meetings
serve to create an atmesphere of mutual support and guidance by drawing
together as a crew persons who, although not situated in close proximity
at the workplace, share a common employment experience,

Peer support can also be implemented in ways unrelated to worksite
operations. Several programs hold events where successful graduates
yeturn to discuss with current participants their jobs after supported
work. Graduates can be used as ongoing contributors to job readiness
classes, Some programs use successful participants as intake inter-
viewers, and as contributors to orientation sessions.

The key to useful peer support, as one program director stated, is
that it '"makes the participant less uptight, not feel isolated by a
label, not fail from anxiety." But it 1s a program device that can
backfire if not carefully monitored and supervised. The bad apple theory
has its basis in life and in supported work. Only a good supervisor,
knowledgeable not only of the work process and product, but also of the
personalities, relationships, and dynamics of his or her worksite, can

minimize its consequences,
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Supervision

One thing that all parties to supported work program operatlons --—
participants, program staff and MDRC program monitors —- Aagree, 1s that
the worksite supervisor plays the major role in a participant’s supported
work experience. Supervisors are responsible for the transfer and
development of technical skills; for instilling positive work habits and
attitudes; for planning work operations and schedules in light of the
deficiencies and needs of the participants; for providing counseling
regarding work-related problems; for judging when a participant should be
transferred, fired, pushed for greater productivity and encouraged to
begin looking for a regular job. It is one of the most difficult and
demanding jobs in a supported work organization because it carries the
day-to-day stress of all the program’s goalé ~- work habits, work produc-
tion, and human development. These goals are central to supported work,
and yet seldom are they easily compatible. The work habit and productiom
goals are related to customer contracts, their timetables and deadlines,
and to the supported work organization’s need for reasonable performance
standards. These considerations help ensure that supported work remains
a work program, with expectations and standards in general accord with
those of non-supported jobs. The human development goals of supported
work relate to the condition of each individual participant, and require
flexibility and sensitivity. The skill with which a supervisor imple-
ments these sometimes conflicting goals is probably the holy grail of
supported work.

Because of the difficulty of this role, most worksites are program-

controlled. Thus the supported work program hires and trains its own
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supervisors. Even so, most programs have found it an ongoing problem to
select appropriate supervisors. Some programs initially tyied to focus
on hiring supervisors with strong human development skills and experi-
ence in dealing with the target groups; others focused on hiring those
with high technical skills. After some experience, most programs decided
that appropriate technical skills were a threshold requirement that could
not be compromised; the supported work program could take as a training
responsibility the transfer of skills in relating to and handling sup-
ported workers, but it could not begin a worksite without confidence
that the supervisor had sufficient previous training and experience to
handle all technical and production aspects of the worksite. The parti-
cipants enter supported work expecting it to be a work experience, and
many programs learned that the gquickest wéy to undermine the proéram's
credibility and authority was to provide an inadequately experienced
supervisor.

In some respects this seems an obvious point, hardly worth making.
However, some of the supported workers exhibit behavioral quirks that
often overshadow the work itself, and can easily “lead zn intelligent
and sensitive observer to the conclusion that unless a supervisor has had
experience in dealing with these populations he or she will never be able
to get on to the work itself. The key problem with this approach is that
it tends to overfocus the supervisor’s attention on individual partici-
pant problems and lets those problems, rather than work, define the
nature of the supported work program. Performance of the work inevitably
suffers, although it is easy to believe that this is a short-run result

that will turn around as soon as the behavioral or personality problems
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are adequately dealt with. Demonstration experience has been that
this rarely occurs. More often the result is to lower performance
expectations, Qnderemphasize quality of work requirements, expend a
disproportionate amount of supervisory resources on the most difficult
individuals, and lose the interest of those who came in motivated to work
and learn. This last point cannot be overemphasized: the motivated,
successful supported worker neseds as much supervisory attention and
oversight as his or her less motivated counterpart. The positive atti-
tude and success shown at supported work is not grounded in a lifetime of
successful work experience, but 1s rather more eoften the result of a
recent decision and experience. It is the supervisor’s job to help
develop and corroborate such positive attitudes, This demands an ability
to set standards and'enforce them, and does not allow the participant
with the most disruptive and least productive beheavior to set the tone of
the program. It requires a supervisor who is interested in the people,
but at least equally interested in the work itself. It demands a certain
maturity and restraint, since the supervisor may be tempted daily with
messianic visions and possibilities, and daily must focus instead om how
well his or her crew is plastering the wall.

Such a difficult role has obviously generated considerable effort in
selection and training at the program level. This effort has led to no
easy answers, but has provided some interesting insights.

. Though it 18 important that a supervisor be interested in the
worksite itself and have the necessary skills, it 1is equally important
that he or she not see supported work as primarily an arena to further

his or her own skills. It will not be; it is largely a place to transmit
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experience and skills to others. Many programs try to Ffind older or
ret&red craftspeople as supervisors, finding the% to be less interested
in furthering their own skills than in teaching others.

S Some past supervisory experience 1s unguestionably helpful, since
only that experience can provide the instincts to guide such considera-
tions as how much teo expect from a given individual, how to go about
motivating different individuals, when to keep expending supervisory time
on an individual and when to devote it elsewhere, 9One out of four
supported workers will be fired, and an effective supervisor must know
how to provide ample opportunity for a worker to correct his or her
problems, without allowing those problems to dominate the worksite and
detericrate the performance and attitudes of others, and when to suspend,
recommend ancillary services or terminatioﬁi. Again, older, experien;ed
superviscrs are often sought. They usually bring with them a maturity
that helps them avoid the messianic role.

P Although it is not necessary that a supervisor be able to use
street or prison jargon, or have had previous direct experience with the
target groups, 1t is critical that the supervisor be aware that supported

workers, whatever the target group, have largely never had successful job

experiences -- and many have had no previous job experience at all,
This means for most of them the varlous rules of the workplace =~ which
seem commonplace to experienced workers —— need to be articulated clearly

and probably more than once. The instilling of proper work habits and
behavior -- one of the goals of supported work =~- rests largely with the

supervisor, For example, rules about attendance, timeliness, calling in

See Table II-2 for termination rates of various target groups.
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sick, and the like, are often not fully comprehended by participants or,
even 1if comprehended, not immediately translated into behavior. The
supervisor’s role includes frequent calling attention to infractions of
these rules snd clear delineation of their consequences. Many partici-
pants, particularly in the ex-addict, ex-offender and youth categories,
have previously experienced various kinds of programs and believe that
rules will be bent or not enforced because of their prior history or
current problems. The supervisor determines how the participant views
rhe progrsm’s requirements.

However, this does not mean that a frequent setting forth of the
rules, and rigid adherence to them, will produce a good worksite. It is
in the area of dealing with participants” lack of successful job experi-
ence that a program and supervisor can utilize some creativity. Indivi-
duals do require wvariation in the way they are dealt with, and this can
be done without creating different rules for each participant or delving
too deeply into individual lives., For example, occasionally supervisars
will have workers who are productive, apparently sincere, non-disruptive
at the worksite but simply never get in on time and are approaching
termination because of it. Some supervisors keep a list of such indivi-
duals and will for several morpnings call them to remind them to come to
work. Obviocusly this cannot become a regular part of the supervisor’s
job, but done selectively, it can produce the desired results. A sur-
prising number of supported workers interviewed indicated a supervisor’s
attention to their early program behavior, insistent but concerned, aided
them considerably in improving their performance.

Some supervisors involve their crew members in the setting and
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evaluation of production goals. To implement such a plan is time consum-
ing, and regquires strong worksite supervision and leadership. However,
the program staff who have utilized this technique feel that its value is
tremendous, particularly in low skill worksites, since it involves the
workers in the worksite to a greater degree, and thereby produces better
performance and increased peer pressure,

Many supervisors make sure that they communicate to each worker, but
particularly new workers, every Friday regarding the positive and nega-
tive aspects of the worker's performance during that week. This not
only 1indicates that the supervisor is paying attention, but it also
helps accustom inexperienced workers toe picking up unspoken cues about
their performance which experienced workers pick up and act on almost as
a matter of instinct.

Possible techniques are infinite, and some are so subtle and indivi-
dualized that to relate them in a manual, without context, renders them
meaningless, They constitute the creative part of any supervisor’s job,

Because of the supervisors’ critical role, and the stress and
conflicting demands of the job, program management, including the
program director, must play an active role in involving themselves
with the supervisors and in finding tools to increase their perfarmance
and evaluate their effectiveness. Professional training sessions,
regular in-program meetings with supervisors, visits to worksites by
management staff all play a role in keeping supervisors and management in
close communication. Developing special information reports which allow
management to evaluate supervisors by the attendance, punctuality,

productivity and transition rates of their crew members are essential if
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supervisors are to be properly evaluated,

The above discussion relates primarily to supervisors who are hired
and controlled by the supported work program., However, in cases where an
outstation worksite is developed -- €.g., the medical college meantioned
in the previous section of this chapter -- program management must
exercise caution, investigation and special techniques to ensure that it
is administered as supported work. Some techniques successfully utilized
are:

. Many programs only outstation workers who have performed success-
fully at a program-controlled worksite for at least three months.
In this way outstationed workers are actually those in a more
advanced stage of their supported work experience, and thus will not
pose the behavioral problems to client supervision that a beginning
crew of supported workers would.

° Orientation sessions for client supervisors on supported work
program goals and techniques are essential.

. Some client agencies are willing to take a supported work super-—
visor, train him or her in the work and procedures of the agency,
and let the program supervise the crew. This technique is often
possible when the work to be performed is physically separate, and
must be done on client premises only because of equipment, material,
production or space requirements,

. Some client agencies are willing to let supported work staff break
down the work tasks, i.e., restructure the work so that it better
fits the needs of the supported work crew without sacrificing the

productivity requirements of the client agency.
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. Each client-supervised worksite must have a program liaison who
regularly visits the worksite, talks to the supervisor and workers,
provides any required ancillary services or referrals thereto, and
monitors the operations of the worksite and the attendance, punc-
tuality, transfers, terminations and productivity of the workers.
Monitoring these indicators will expose those worksites where some
form of intervention may be necessary.

The importance of the supervisor’s role in supported work cannot be
overstressed. Neither can it be conveniently packaged; nor will it ever
be trouble-free. The development and creative implementation of that

role iz one of program management's primary tasks.

Graduated Stress

The application of graduated stress techniques enables supported
work participants to adjust, by degrees, to the demands and pressures of
a steady job. Most Supﬁorted work participants have been out of the
labor market for extended periods of time and in many instances, have
never worked at zll. Very few come to supported work with well-formu-
lated work habits or realistic mnotions about what may be expected of them
on the job. OGraduated stress attempts to bridge the gap, over the course
of the individual’s stay in supported work, between his or her actual job
performance and the performance a regular job requires.

In a sense, graduated stress is no different than what any employer
does with a new empioyee: a gradual build-up of performance requirements
over time. However, given the often severe employment handicaps that
supported workers bring to the job, a supported work program must struc—

-

ture graduated stress into the experience to a far greater degree than a
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regular iob experience would require. The demonstration has developed a
number of techniques for doing sa:

. Graduated Attendance and Punctuality Requirements

By definition, supported work target groups have demonstrated
an inability to cope with the time and lifestyle constraints of a
five day, eight-hour per day job. The regularized attendance and
punctuality requirements are particularly difficult to maintain.
Most programs graduate those requirements, so that as program stay
increases, less absences and tardiness are tolerated; usually by the
fifth or sixth month of program participation, standards are equi-
valent to those of non-supported 3jobs. Except for allowable holi-
days, vacation and sick leave, pay 1is never given for unexcused
absences or latenesses. A fairly typical set of program policies
regarding lateness and absence follows this chapter,

The danger of this technique is setting initial standards too
low. To some extent the maxim "performance never exceeds expecta—
tions" is true. As discussed below, wage and bonus systems can be
designed to help counteract this phenomenon.

. Graduated Wage Levels

The starting wage of a supported worker is either at or slight-
ly above the federal minimum wage. Over the course of a partici-
pant’s stay in supported work, he or she is eligible for several
wage raises, usually at increasing intervals of time. The purpose
behind these regularly scheduled increases is to provide some wage
reward relatively quickly, for any supported worker whose perfor-

mance meets the increasingly strict performance standards. Most
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jobs do not do this so quickly or frequently, and for that reason,
the length of time between wage increases lengthens over the program
stay so that by the time of transition, the supported worker will
not be anticipating a wage increase every four or eight weeks,

. Graduated Bonus Systems

A sample of a bonus system employed by one program follows,
Some sites tie bonuses strictly to objective standards of attendance
and punctuality; others utilize broader, less guantifiable standards
of performance. All bonus systems are graduated in terms of lengths
of time between bonuses.

One demonstration program employs in its bonus system what it
calls a "step system." It consists of four levels that begin with a
participant s initial employment and progresses to a state of job
readiness. At each level, a participant is evaluated on a rating
system that requires him or her to earn points in 12 different
categories that encompass the worker’s ability to function as a team
member, the quantity of work produced, etc. A satisfactory score
determines whether the participant will earn a bonus or advance to
a higher level. Each of the 12 categories is broken down into
progress steps that are rated on a Q-4 scale. Participants who
consistently score in the zero range are deemed unsuitable for
supported work and ultimately terminated from the program.

Program supervisors evaluate all reasons for lateness and
decide whether they should be excused or unexcused and whether the
participant will be suspended or terminated. Several of the pro-

grams feel that whatever the bonus triggers are, no more than 30-50
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percent of the workforce should be receiving bonuses or the money
loses its "bonus effect" and becomes an expected wage supplement.

Research on the demonstration did not systematically examine
the impact of bonuses on participant performance, sc¢ there is no
definite way to know their importance. Those programs that take an
active approach to their bonus system judge it has value: they
record a participant’s progress toward their next bonus on their
paychecks, in regular performance reviews or in posted lists. Some
make 1t a savings bonus and regularly report to workers the amount
of bonus plus interest in savings they have accrued.

Whatever the technique, it is important to implement a bonus
system so that the monetary reward, even if not large, is noticed,
because any use a small bonus system has probably lies in its imple-
mentation.

® Graduated Job Assignments

The intent of this technique is to assign workers to supported
work jobs in a sequence which is progressively challenging in terms
of skill, production pressure or autonomy and initiative. 1In
practice it is difficult to implement except in relatively limited
and modest ways, The worksites a program actually creates, the
preferences of workers, the actual slots open at a worksite at any
given time, and the need for crew stability all pose obstacles to
implementing any grand design for graduated job assignments.
Such designs‘will in all likelihood result in building up staff and
participant expectations and then letting them down,

However, the idea is sound, and there are several techniques




which have been implemented at demonstration sites. Several pro-
grams have developed one or two worksites for up to 20 workers or
so, usually involving packaging or assembly-line type work that is
done on supported work program premises as revenue-producing sub-
contracts with a client agency or business. The work at these sites
requires quantifiable production goals and careful quality control,
The programs inform new participants that they will be evaluated at
this worksite for one to three months, and then placed in a more
desirable worksite. Since the work is quantifiable, individual or
crew productivity bonuses are appropriate and probably useful. The
basic problems with this approach, if pursued rigidly, are that it
takes no account of either worker preference, maturity or skills or
current program workforce needs, and therefore is neither very
inspiring to many workers nor practical for workforce allocation.
Thus, it is best not set up as a rigid procedure. Such worksites,
though, are valuable for their high degree of control and structure,
and many programs try to develop them for workers not performing
adequately on less structured worksites, and filling in other
available slots with new workers.

Several programs have tried to develop all their worksites
within several basic job clusters (cierical, construction, manu-
facturing, etc.). They get workers into their preferred cluster as
soon as possible, and then, within the cluster, assign jobs so that
a participant can progressively advance his or her skills. One
program developed worksites in demolition, rehabilitation and

construction, figuring the logical progression in skills is from

-25-




Texas and Maine also planned programs which, while in-
novative, produced few results in the form of OJT placements. For
example, their programs had sequential components designed to strengthen
the general employability skills of recipients. The intent was to
minimize the risk to employers before they committed to an OJT position,
In Maine, far more people participated in field assipnments than were
placed in OJT positions. In Texas, most employers have elected to skip
the unpaid phase,

At this early point, the take-up rates by employers do not
seem to be affected By different subsidy levels, which are influenced in
each state by the average grant size, sometimes supplemented by funds
from other sources. Subsidy levels range from a low of about 25 percent
in Texas to a high of up to 83 percent in Florida (where the 33 percent
grant-diverted subsidy can be augmented by a 50 percent subsidy from
JTPA}. ‘The state with the highest placements to date is Arizona, which
offers employers $180 per month, the rough equivalent of a 30 percent
subsidy. (Although job developers have the prerogative to augment this
subsidy with funds from JTPA, this has rarely happened.) The state
offering the richest subsidy, Florida, is among the lowest in place-
ment rates, although this has much to do with the time~consuming con-
tractual relationships being worked out with the SDAs. As the programs
stabilize and expand, it will be interesting to see if émployers do

become sensitive to different subsidy levels,
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Because the programs have been slow in starting, stateg
have not been particularly selective about the type of emplover or the
starting wage. Vermont and Maine were the most concerned initially about
seeking primary labor jobs paying well above the minimum wage, In a high
henefit state like Vermont, this was considerad important as a maans
of encouraging recipients to move entirely off the rolls, Florida, as
a low benefit state, represents the other extreme, where minimum wage
jobs were more acceptable.

Although their ability to be selective has been undercut by
job development constraints, states have tried to stay away from 'fast
food"™ jobs and jobs where the wape subsidy would be a windfall to an

employer who would have hired a regular worker with similar experience

and background. The most common jobs are in the clerical, maintenance,
industrial and service areas. One factor has been noticeable in this
start-up period, however: Only limited training is being conducted in

these positioms. The OJT subsidy seems to be used to compensate employ-
ers for perceived lower productivity; it is not taking the form of a
reimbursement for training expenses incurred by the employers.

As has been the case in other OJT programs, small and medium-
sized employers have been the most responsive to grant diversion. States
have had difficulty developing any pbsitions with large employers. Most
of the commitments thus far have been for one or two slots,‘with the one
exception being an electronics assembly company in Tucson which was
seeking 90-100 new employees. It hired 35 AFPDC recipients, 26 of whom
were pgrant diversion participants, Single-placement job development
could become a problem of greater magnitude if the programs increase

appreciably in size,
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D. The Grant Diversion Mechanism

One major breakthrough during the early implementation
period of the demonstration has been the development of a sound grant
diversion mechanism. The process, done by "pencil, paper, and perspira-
tion" under Supported Work, has been streamlined considerably, with much
of this progress attributed to OFA’s willingness to authorize blanket
waivers and to expedite waiver approval. The new system was clarified
to the six states in a meeting with OFA in November 1983, after which
OFA issued a "questions and answers" memo with an interpretation of many
of the technical aspects of grant diversion: e.g., overpayment (situa—_
tions in which a recipient receives both a full welfare check and a check
from the employer in the same month), recoupment, and how changes in
family circumstances should be han&led with respect to welfare eligi-
bility and the size of the grant.

The following waivers were authorized under Section 1115

of the Social Security Act:

WATIVERS

1. 402(a)(1) Statewideness

2. 402(a){5) Redeterminations

3. 40z2(aX(rn) Income calculations

4. 402(a)(10) Payment to wage pools

5. 402(a)(13) Retrospective budgeting

6. 402(a)(14) Monthly reporting

7. 402(a)(18) 150% of need

8. 402(a)(8) Income disregards

9. 402(a)(3) Single agency administration
10. 402(a)(19) Sanction provisions

11. 402(a)(19){a) WIN registration provisions
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The states responded favorably to the flexibility afforded
by OFA and took advantapge of the waivers. The waivers approved for each

state are referenced by the numbers identified above:

. Arizona (1,2,3,4,5,6,7)
Florida (1,2,3,4.5.6.7,8)
Maine (2,3,4,7)

New Jersey (1,2,3,4,5,6,7,8)
Texas (1,2,3,4,5,6,7,8,10)
* Vermont (1,2,3,4,5,6,7,10)

A1l of the states have taken advantage of the new ruling on

the 'wage pool" whereby an average subsidy is computed based on the
average grant level, projected wage rates and work hours, the distri-
bution of the caseload by family size, and estimated child—care payments,
This eliminated the need to compute different subsidy levels for each
individual. States did not, however, universally implement the waivers.
For example, some states elected to continue monthly recelculations,
Accounting procedures were also simplified under the new

"wage pool" concept, and specific systems have been worked out after
negotiations between the income maintenance and employment divisions of
the state welfare apgencies. Most of the states have thus successfully
established computerized acceounting systems where funds are automatically
transferred to a wage pool account. ‘'the slow build-up of participants
has been, in this case, fortuitous, enabling states to test and madi fy
the procedures if necessary before the programs became larper. The
states should now have the capacity to handle increased numbers of

participants if the programs expand.




The precedents established by these six states should serve
as a model for other states contemplating the welfare diversion option.
By amending Work Supplementation in the Deficit Reduction Act (DEFRA),
Congress has made it even more attractive for states to add grant diver-—
sion to their repertoire of employment strategies.

£. Administration

Most of the states have been hindered by administrative
obstacles, Aside from job development, this was the largest comnstraining
factor in getting programs off the ground. Administrative difficulties
stemmed from both external and internal factors.

Externally, the charge to mount a new initiative came at
the same time states were being ove;whelmed by major regulatory changes
affecting the welfare system (resulting from OBRA) as well as funding
reductions and layoffs; the civil service "bumping' system tied to
seniority also meant that many staff were re-assigned to unfamiliar
positions, The instability of the system did not produce a climate
well-guited for launching a new project. States coped with these changes
as best they could, and should be commended for their determination to
get this new effort off the ground.

Many of the states underestimated the staffing levels
necessary to undertake an (OJT program targeted to welfare recipients,
Vermont and Arizona are the most richly staffed of the progréms; Florida
and Texas, on the other hand, have more modest staffing levels, Vermont,

with the lowest placement goal of 200 OJT slots, devoted 10 job developer
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positions to the project, while Arizona took on four Employer Service
Representatives to handle job development in Phoenix and Tucson.
In Texas, one person in each of the three counties serves as a "Jjack of
all trades," with responsibility for all facets of the project from jaob
development and the coordination of job referrals to negotiating con-
tracts with service providers for support services., In a major city like
Dailas, this is unrealistic, Florida‘s staffing shortage is not so much
in the day-to-day operation of the program {which occurs in the re-
gions), but in state-level coordination, where careful nepotiations
are necessary with each of the SDAs.

The locus of responsibility for the program within rthe
state welfare agency has also affected the early implementation period,
All of the programs have had the initiasl strong backing of the governor
and the state welfare commissioner. However, responsibility for ongoing
daily administration varies from state to state. In Arizona and New
Jersey, the person with overall responsibility has direct access to top
management , This increases the stature of the program and gives the
program added clout in handling sensitive negotiatioms both within and
outside of the department.

F. 1Institutional Relationships

With diminishing public resources, institutional eollabora-’
tion is becoming a necessity. Most of the states have made some attempt
to collaborate with either the Employment Service or the JTPA system,

The nature and scope of these relationships vary from state to state,
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but most attempt to use the distinctions between social service functions
and job development and placement functions as the basis for coordina—
tion,

Under these coordinated arrangements, the state welfare
agency tends to concentrate on the screening and referral of eligible
candidates for 0JT, accommodating social service needs by removing
barriers to employment, and tending to the mechanics of diverting the
welfare grant and managing the wage pool. The employment and training
system (JTPA SDAs or the Employment Service), on the other hand, focuses
on job development and placement functions. Maine is somewhat of a
hybrid since WFET staff are responsible for the field placement com~
ponent, and in some regions are also involved in the job development
process for OJT positions.

In states where coordinated arrangements are working best,
long-standing relationships have existed between the two systems, Tor
example, in New Jersey, the Department of Human Services and the De-
partment of Labor have always worked well together in WIN. Arizona has
the benefit of an umbrella agency housing WIN, JTPA, and the Employment
Service.

Other states, such as Maine and Florida, are trying to
establish relationships for the first time, which is often a slow and
difficult process., The biggest hurdle in these states is conflicting
organizational priorities. The employment and training system, parti-

cularly under JTPA, is employer-oriented and must maintain a gooed reputa-
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tion in the business community to function as a viable source of job
referrals. The welfare system, even under OBRA, is usually more client-
oriented. The most frequent source of strain has been the different
standards each has on employability. Clients screened as appropriate
by the welfare system may not meet the employment and .training system’s
more rigorous definitiom of employability. One sign of progress seen in
both Maine and Florida is the willingness of the JTPA systems to commit
JTPA funding to enrich the wage subsidy level beyond what would have been
available through diverted welfare grants,

States devoting the time and energy to developing good
relationships are making an investment in the future, using welfare
diversion as the vehicle. It remains to be seen if this investment has a
long-term pavoff for both the participating institutioms and the popu~
lations they serve. Any further assessment of the merits of fostering
institutional relationships will need to await the final documentation

report.
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V. Preliminary Guidelines

This concluding section of the report will provide pre-
liminary guidelines to other states considering the use of grant diver-
sion to fund OJT programs. Great caution should be exercised with these
recommendations since they are based only on an initial operational
period. They should not be considered definitive, but simply as guide-
lines intended to help other states minimize or avoid the problems
experienced by the six states in this demonstration.

These recommendations or guidelines are being provided at
this time because of the escalating interest in grant diversion following
the passage in 1984 of the Deficit Reduction Act (DEFRA). By amending
Work Supplementation, DEFRA has made grant diversion even more appealing
to states. States nc longer have to apply for waivers; instead they may
simply amend their state plan. Other DEFRA provisions —- such as length~
ening the $30 of the $30 and 1/3 disregard from four months to a year
and extending the period of Medicaid coverage following unsubsidized job
placement -~ could also make grant diversion a more attractive option for

participants,

1. Grant diversion as a funding mechanism is feasible. The

greater flexibility allowed by the Office of Family Assistance and
the changes authorized in DEFRA have simplified administrative pro-
cedures, particularly the process for diverting the welfare grant into a
wage pool, which is then used for subsidies. This eased the administra-

tion of the program,
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2. Consider the use of grant diversion-funded OJT programs

within the context of the other employment options offered to welfare

recipients and the state’s overall goals and objectives. 0JT programs

are likely to be relatively modest when measured against the AFDC case-
load, Program goals should be based on the realistic potential for
placing welfare recipients into OJT positions. The past experience in
the state of hiring welfare recipients in OJT positions should be used as
a guide in setting poals. 1In addition, grant diversion-funded 0OJT

programs are likely to be a voluntary option within the WIN system,

3. Build ia adequate planning time. A minimum siz-month
planning period seems essential. The time is needed for both developing
the model and establishing administrative procedures, Many states will

require authorizing state legislation and the formal adoption of adminis-
trative rules and regulations governing the program. Time is also needed
to assign (or hire) and train staff. It will also be beneficial to
include staff in the planning process whenever pogsible.

b. Target geographically, Rather than implementing the

program statewide, 1t is best to start in areas of the state which are
most experienced with 0JT and then to expand the program gradually to
other areas of the state.

5. Target eligibility to a specific segment of the WIN case-

load. Although the long-term effects of 0JT on the employment and
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earnings of participants and welfare savings will not be available
until the impact studies are completed, it seems sensible to limit
eligibility to that segment of the WIN caseload which is not likely to
get jobs without assistance, but can be sufficiently attractive to
employers who are offered wage subsidies as a hiring incentive. 'Cream-
ing," or placing the most employable recipients in OJT pesitions, in-
creases the risk of not reducing welfare expenditures since many of these
individuals could get jobs on their own without an 0JT experience.
Welfare history or prior experience in other WIN components is probably
the most reliable way to target the programs. For example, eligibility
could be limited to individuals on welfare for a minimum specified period
or individuals unsuccessful in obtaining a job in a front-end job search
component ,

6. Consider using grant diversion as an employment or marketing

tool but not as a separate program. Grant diversion could be available

to a range of job developers, all of whom are responsible for locating
jobs for welfare recipients. These include job developers from WIN, the
Employment Service and JTPA. Job developers should use their judgment
in each particular case as to whether a wage subsidy is needed as an
incentive to induce employers to hire a welfare recipient.

7. De not underestimate the time and effort involved in

developing OJT positions. A substantial amount of staff time is required

for a modest return, States should plan accordingly.

_49_



8. Be realistic about what types of jobs can be expected.

It is unlikely that 0OJT positions can be limited to primary labor
market jobs paying wel! above the minimum wage. Program staff are
usually not in a pesition to be overly selective. Most OJT positions are

likely to be entry-level in the clerical, maintenance and service

trades,

9. Similarly, many jobs will not offer much in the way of
occupational training. Fmployers generally regard the subsidy as com-
pensation for lower productivity levels. Depending on the job, training

is likely to be incidental to the work performed by participants in the
OJT positions.

10. Concentrate job development efforts on small and medium-

sized employers. These employers are generally the most responsive to

on-the-job training programs, and they are also capable of fast hiring
decisions. TLarge employers, on the other hand, usually have many pro-
cedures to follow before commitments can be made. While larger employers
should not be iguored, a program’s expectations should be reasonable.

11, Keep the contractual arrangements with employers as simple

and straightforward as possible. Contraets should be short, and reim-

bursements to employers should be handled as expeditiously as possible,
Maintaining goodwill is essential both to ephance the prospects of future
0JT commitments and to encourage employers to spread the word in the

business community about the availability of this program.
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12, Avoid unnecessarily complicated program designs., Front-end

components may be beneficial in strengthening the general work skills and
confidence levels of recipients; they should, however, be kept separate
and apart from the DJT. Otherwise they are likely to create bottlenecks
in service delivery and perhaps confuse employers. They may also com-
plicate the job development process.

13. Make sure staffing levels are adequate to handle the

workload and assign overall responsibility to an administrator with

stature who has direct access to top management, The internal and
external coordination necessary for grant diversion to function ef-
fectively requires &n administrator capable of handling complicated
nepotiations and decisions.

14, Make every attempt at inter-agency coordination, While

this can delay the program in the short runm, it is probably beneficial
in the long run. As public resources continue to become scarcer,
coordination of program planning and the joint desipn of project acti-
vities become important in maintaining the provision of services. In
such a relationship, it is most effective for each agency to do what it
does best, Differences and turf issues should be cast aside to work for
goals that are mutually beneficial. This is sometimes facilitated if
staffs of all the agencies involved are consulted during the planning
stages.

15. Grant diversion should also be considered as a funding

mechanism for other types of programs. While its use has been limited
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thus far to on-the-job training programs and a few other similar initia-
tives, the mechanism shows promise as a way to use income transfer
payments to fund other useful employment approaches for welfare reci-

pients and other populations dependent on public expénditures,

-5 2




VI. Next SteEs

The viability of grant diversion-funded OJT programs as an
employment tool to transition welfare recipients into private sector jobs
will become clearer during the second year of implementation. During the
next year, MDRC staff will continue to observe the experiences of the
six states as they implément and refine their grant diversion programs.
The issues and challenges identified in this report will be re-examined
to determine if changes occur as the programs expand and enrollment
levels increase. Careful attention will be paid to policy, programmatic
and administrative changes that are instituted to facilitate the opera-
tions of the program. Factors that conmstrain program operations will
also be analyzed,

In early 1986, a final report documenting the key opera-
tional lessons from the first two years of the demonstration will
be completed along with recommendations for replication and adaptation

of the grant diversion mechanism by other states.
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Appendix I

Illustration I

Assume that an AFDC client with two children, recieving a monthly
grant of $350, obtains a job and begins earning a salary of $600 per
month (approximately $4.00/hr, for a 35-hour week).* Before
caleulating the effect of this new earned income on her AFDC grant,
a few costs and a standard disregard are deducted from the earned
income. These include:

. Work Expenses. These are costs, such as transportation, requir-
ed for the AFDC recipient to retain her position: $75 per month
is authorized,

e Child Care Costs., A deduction of actual costs, up to $160
per month for each child, is authorized. For this example, an
estimate of $100 per month is used,

. $30 and 1/3 Disrepgard. For the first four months of employment,
$30 and 1/3 of the remaining earned income is disregarded from
consideration when recalculating the AFDC recipient’s grant,
(Since the passage of the Deficit Reduction Act of 1984, the
first $30 is also disregarded for an additionmal eight months.)

The result of these items 1is:

Monthly Wage $600
Work-Related Expenses (75)
Child Care (100)
$30 (30)
One Third (131)

8264

Consequently, it would be determined that $264 of the client’s $600
wage is earned income and her grant of $350 would be reduced by that
amount,  The remainder ($86) would be paid to the client as a supple-
mental grant and the $264 would be that portion of the original grant
that could be diverted to another use (i.e., as a subsidy to the partici-

pating employer),

*This example is based on the assumption that total income earned by
an AFDC recipient would not exceed 185 percent of the state standard
of need.
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Assembly Bill No. 2580

CHAPTER 1025

An act to amend Section 52618 of, and to add Sections 33117.5,
71050, and 84707 to, the ¥ducation Code, to amend Sections 10521,
10524, 15006, 15010, 15011, 15032, 15037, and 15043 of, and to add
Section 9615 to, the Unemployment Insurance Code, and to add
Article 3.2 {commencing with Section 11328} to Chapter 2 of Part 3
of Division 9 of the Welfare and Institutions Code, relating to Aid to
Families with Dependent Children, making an appropriation
therefor, and declaring the urgency thereof, to take effect
immediately.

[Approved by Governor September 26, 1985. Filed with
Secretary of State September 26, 1985.]

LEGISLATIVE COUNSEL'S DIGEST

AB 2580, Konnyu. Aid ko Families with Dependent Children:
employment.

Existing law provides for various employment and training
programs in order to provide services necessary to permit Aid to
Families with Dependent Children {(AFDC) program recipients to
acguire unsubsidized employment,

This bill would provide for an employment and training services
program for these recipients, to be administered by each county
welfare department, in a manner consistent with regulations
developed by the State Department of Social Services.

This bill would require each county, or a consenfing group of
counties, with the cooperation of community college districts, county
offices of education, and private industry councils, to develop a plan
for the program which contains a needs assessment containing
specified elements. Each plan would be subject to the approval of the
State Department of Social Services.

This bill would require each county plan to provide, or arrange for
the provision of, as a minimum, specified types of employment,
training, and supportive services, except that when any of these
services are not provided for by a county its plan shall include a
justification for not providing these services, and with the types of
services which each county is to provide to be specified in the county
plan.

This bill would require all AFDC applicants or recipients required
to register for employment or training services under federal law to
register for this program, with all other AFDC applicants or
recipients to be permitted to participate voluntarily in the program.

This bill would require the county and, with specified exceptions,
each registrant, upon registration, to enter inte a bagic contract
specifying the program components to be utilized by the participant,
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and the services to be provided by the county. The participant’s
initial program component assignment would depend upon specified -
factors. Under specified circumstances, certain registrants would not
be reqguired to participate in the program until the county welfare
department determines that those circumstances no longer exist.

This bill would also provide methods for determining subseguent
program assignments. It would set forth procedures to be utilized
when the county and the recipient cannot agree on a plan.

This bill would provide for sanctions for nonregistration, or against
participants for nonparticipation in program components without
good cause, as defined, and against any service provider which fails
to provide the required services.

This bill would set forth a dispute resolution procedure in instances
where the participant disagrees with an action of the county.

This bill would require varicus state agencies to perform specified
functions, including a requirement that the State Department of
Social Services seek available federal funding and any necessary
waivers of federal law.

This bill would require the Superiniendent of Public Instruction
and the Chancellor’s office of the California Community Colleges to
identify school districts and community college districts,
respectively, to best accommodate participants whose coniracts
require education and skills {raining, and to enter into necessary
contracts for provision of those services. The bill would make
specified funding sources available to pay for services provided
under these contracts including an appropriation froem Section B of
the State School Fund. '

This bil would require the Employment Development
Departinent to provide the jobs services required by this bill.

This bill would include the job training and employment services
required to be rendered to recipients who have contracted therefor
within existing provisions implementing the federal Job Training
Parinership Act, and within job training and placement programs for
AFDC recipients under specified provisions. It would also malke
related changes.

This bill would set a schedule for statewide implementation of the
program.

This bill would exempt emergency regulations necessary for
implementation of the bill and adopted within 120 days of the
enactment of the bill from the review and approval of the Office of
Administrative Law.

Since this bill places additional responsibilities on each county, it
would create a state-mandsated local program.

The California Constitution requires the state to reimburse local
agencies and school districts for certain costs mandated by the state.
Statutory provisions provide a procedure for paying this
reimbursement and require any statute mandating these costs to
specify that reimbursement shall be made from the State Mandates
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Claims Fund for these costs.

This bill would appropriate $7,900,000 from the General Fund and
$7,900,000 from the Federal Trust Fund to the State Department of
Social Services for the purposes of implementing this bill during the
1985-86 fiscal vear, including reimbursements to counties for costs
mandated by the state pursuant to this bill.

The bill would appropriate $200,600 from the General Fund to the
State Department of Education, for expenditure during the 1985-86
fiscal year, for the resource and referral program to support activities
provided for in the bill.

‘The bill would also require transfers of funds between the State
Department of Education and the State Department of Social
Services for purposes of child care, and these transfers would
constitute appropriations.

The bill would aiso provide that, except as specified in the bill,
appropriations for subsequent fiscal years shall be made pursuant to
the Budget Act.

The bill would reappropriate $2,000,000 from a specified item in
the Budget Act of 1985, and $1,000,000 from the General Fund, to the
Superintendent of Public Instruction, in order to carry out specified
duties provided for in the bill

This bill would make its provisions operative only if SB 303 is
enacted during the 1985 portion of the 1985-86 Regular Session.

This bill would take effect immediately as an urgency statute.

Appropriation: yes.

The people of the State of California do enact as follows:

SECTION 1. Section 331175 is added to the Education Code, to
read:

33117.5. (a) Adult education programs and regional
occupational programs operated by school districts and county
offices of education that have contracted with the Superintendent of
Public Instraction pursuant to subdivision {b) shall provide services
to welfare recipients referred by county welfare departments in
accordance with paragraph (6) of subdivision (b} of Section 11320.5
of the Welfare and Instiintions Code. These services shall include an
evaluation of the individual’s educational and training needs for
purposes of paragraph (6) of subdivision (b) of Section 11320.5 of the
Welfare and Institutions Code and the preparation of a related
education and training plan reflecting these needs. The plan shall
specify the educational and training services to be provided and the
length of time services are to be provided, and shall assure access to
those services.

(b) The Superintendent of Public Instruction shall identify school
districts or county offices of education which can best accommodate
welfare recipients for whom vocational education, adult education,
and English as a second language is specified in contracts required
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by Sections 113204 and 11320.5 of the Welfare and Institutions Code.
The superintendent shall enter into contracts with each such
consenting district or county office, where necessary, so that the
contracting district or county office shall provide open entry-open
exit skills training and education for welfare recipients who need this
training to enable counties to meet their goals for plans developed
pursuant to Article 3.2 (commencing with Section 11320) of Chapter
2 of Part 3 of Division 9 of the Welfare and Institutions Code.

{c) Allocations to the Superintendent of Public Instruction of
funds available under Section 202 (b) (1) of the federal Job Training
Partnership Act shall be used for purposes of this section to the extent
the superintendent determines necessary.

The Superintendent of Public Instructon shall allocate these funds
directly to those providers of educational and training services
delivered in accordance with this section. The Superintendent of
Public Instruction shall allocate to community college districts and

_the Chancellor’s Office of the California Community Colleges such
funds as are determined necessary pursuant to Section 71050. The
Superintendent of Public Instruction may allocate these funds to
service delivery areas which have agreements with private schools
and organizations to provide educational and training services under
Article 3.2 {commencing with Section 11320} of Chapter 2 of Part 3
of Division 9 of the Welfare and Institutions Code. These funds shall
be allocated in accordance with the evordination criteria of the
coordination and special services plan as provided in Section 10524
of the Unemployment Insurance Code, and according to the priority
order of eligible persons for these funds as provided in Sections 15010
and 15011 of the Unemployment Insurance Code.

SEC. 1.5. Section 52618 of the Education Code is amended to
read: ,

32616. The Superintendent of Public Instruction shall determine
an adult block entitiement for school districts which maintain
education programs for adults. This entitlernent shall be paid from
appropriations to Section A of the State School Fund as a part of the
principal apportionment to school districts.

{a) For the 1983-84 fiscal year, each district’s adult revenue limit
per unit of average daily attendance for the prior fiscal year
calculated pursuant to Provision ! of Item 8100-1556-001 of the Budget
Act of 1982 shall be increased by seventy dollars ($70). For the
1984-85 fiscal year and each fiscal year thereafter, each district’s
adult revenue limit per unit of average daily attendance for the prior
fiscal year shall be increased by an amount equal to 6 percent of the
prior year's statewide average adult revenue limit per unit of
average daily attendance, provided that no such revenue limit per
unit of average daily attendance shall be less than 1.06 times the prior
fiscal vear’s statewide average adult revenue limit per unit of
average daily attendance.

(b) For the purposes of the block entitlement, the distriet’s




—_5— Ch. 1025

average daily attendance shall be the lesser of paragraph (1) or (2):
(1) The 1982-83 adult average daily attendance authorized for
funding purposes for the programs specified in Section 41976, as
specified in Itemn 6100-156-001 of the Budget Act of 1982, multiplied
by 1.025 in the 1983-84 fiscal year and each fiscal year thereafter.

(2) The actual adult average daily attendance for the programs
specified in Section 41976.

(e) The adult block entitlement shall be computed by multiplying
the adult revenue Hmit per unit of average daily attendance from
subdivision (a) and the adult average daily attendance allowed in
subdivision (b). The adult block entitlerent shall be deposited in a
separate fund of the district to be known as the “adult education
fund.” Moneys in an adult education fund shall be expended only for
adult education purposes. Moneys received for programs other than
adult education shall not be expended for adult education.

(d) If the adult average daily attendance of a school district in any
fiscal year is less than the adult average daily attendance utilized to
compute the funded district adult education block entitiement for
that fiscal year, the district shall receive an apportionment only for
the actual average daily attendance generated. Any surpluses
accrued as a result of average daily attendance not generated in a
district’s block entitlement shali be realiocated after the annual
apportionment by the Superintendent of Public Instruction to
provide services to welfare recipients pursuant to Section 33117.5.
Any remaining surplus shall be reallocated to meet unanticipated
growth in adult education. The receipt of reallocated funds shall not
be used for computational purposes for .the district’s block
entitlement for subsequent fiscal years.

(e} Each school district which conducted adult education
programs for substantially handicapped adults in activity centers,
work activity centers, sheltered workshops, state hospitals, and other
community settings, shall set aside an amount of money from its adult
education block entitlement equal to its current fiscal year revenue
limit times the average daily attendance generated in these facilities
in the 1979-80 fiscal year times 102, subject to the following:

(1) The classes and courses offered in activity centers, work
activity centers, sheltered workshops, and state hospitals shall be
authorized pursuant to subdivision (e) of Section 41976.

(2) A school district shall operate classes in these facilities and
shall expend all funds set aside pursuant to this subdivision and shall
use all funds exclusively for those classes for substantially
handicapped adults.

(3} The conditions imposed by paragraphs (1) and (2) may be
waived by the Superintendent of Public Instruction upon
certification from the school district that the local demand for the
program is less than the required level of service.

SEC. 2. -Section 71050 is added to the Education Code, to read:

71050, The Chancellor’s Office of the California Community
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Colleges shall survey local community college districts to determine
the level and type of services needed and available for welfare
recipients pursuant to Article 3.2 (commencing with Section 11320}
of Chapter 2 of Part 3 of Division 9 of the Welfare and Institutions
Code. The Chancellor’s Gffice of the California Commumity Colleges
shall develop a plan and standards for the level of participation by
community coliege districts required to meet the goal of providing
open entry/open exit education, skills training, assessment, and
counseling to these recipients. The plan shall provide for local
in-service training and technical assistance to community college
districts in development of contracts and programs in cooperation
with county welfere agencies, service delivery sreas under the Job
Training Partnership Act, and others necessary to carry out the
intent of that article. The plan shall also provide for the identification
of necessary funding levels and sources of funding, including
employer-based training and funds available under Section
202(b) (1) of the Job Training Partnership Act, to meet the goals of
Article 3.2 (commencing with Section 11320) of Chapter 2 of Part 3
of Division 9 of the Welfare and Institutions Code, and the
development and implementation of monitoring and reporting tools
for the continued participation of community college districts in the
provision of services under contracts required by that article.

SEC. 2.5. Section 84707 is added to the Education Code, to read:

84707. The Controller shall, in addition to amounts accruing from
all other sources, during each fiscal year commencing with the
1985-86 fiscal year, transfer from the General Fund to Section B of
the State School Fund such amounts a5 are certified from Hime to
time by the chancellor and approved by the Director of Finance for
purposes of funding increases in units of average daily attendance
pursuant to paragraph (4) of subdivision (b) of Section 84706 of the
Education Code as a result of the participation of 2 community
college district in services or programs provided for pursuant to
Article 3.2 (commencing with Section 11320) of Chapter 2 of Part 3
of Division 9 of the Welfare and Institutions Code.

SEC. 3. Section 9615 is added to the Unemployment Insurance
Code, to read:

9615. Eligible persons who are registrants pursuant to Article 3.2
(commencing with Section 11320) of Chapter 2 of Part 3 of Division
9 of the Welfare and Institutions Code shall receive priority for
services provided by the Job Agent and Service Center programs
provided for pursuant to this chapter and Executive Order 66-11, July
1966. The department shall use up to 50 percent of the funds
available to it pursuant to Section 7(b) of the federal Wagner-Peyser
Act (28 US.C,, Sec. 49f) to provide for job services required pursuant
to subdivision (c¢) of Section 11320.3 of the Welfare and Institutions
Code.

SEC. 4. Section 10521 of the Unemployment Insurance Code is
amended to read:
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10521. As used in this chapter:

(a) “State council” means the State Job Training Coordinating
Council established pursuant to Chapter 45 (commencing with
Section 15038) of Division 8. '

(b} “Employment and training programs and services” means all
programs and services provided in this state to increase employment
or provide job search assistance or training to unemployed or
underemployed persons, including those administered by state and
local education and training agencies (including vocational
education agencies), public assistance agencies, the employment
service, rehabilitation agencies, postsecondary institutions, economic
development agencies, and other agencies which have a direct
interest in employment and training and human resource utilization
in the state. This shall include, but is not limited to, the following:

(1) Programs operated pursuant to the Job Training Partmership
Act (P.L. 97-309).

(2) Employment services, as authorized by the Wagner-Peyser
Act.

(3) The Work Incentive Program, as authorized under Division 2
(commencing with Section 5000) and Article 3 (commencing with
Section 11300) of Chapter 2 of Part 3 of Division 9 of the Welfare and
Institutions Code.

(4) Employment services to food stamp recipients, as authorized
by Public Law 95-113.

(5) The Employment Preparation Program, as authorized under
Article 3.5 (commencing with Section 11325) of Chapter 2 of Part 3
of Division 9 of the Welfare and Institutions Code. .

(6) The Employment Training Program for unemployed parents
in families that gualify for assistance under paragraph (2) of
subdivision (a) of Section 11201 of the Welfare and Institutions Code,
as authorized by Article 3.8 (commencing with Section 11335) of
Chapter 2 of Part 3 of Division 9 of the Welfare and Institutions Code.

(7) The Supported Work Program, as authorized by Article 3.3
(commencing with Section 11321) of Chapter 2 of Part 3 of Division
9 of the Welfare and Institutions Code.

(8) The California Welfare Employment Skills Training Act, as
authorized by Article 3.7 (commencing with Section 11340) of
Chapter 2 of Part 3 of Division 9 of the Welfare and Institutions Code.

(9) The Career Opportunities Development Program, as
authorized by Division 4 (commencing with Section 12000).

(10) The California Targeted Jobs’ Tax Credit, as authorized by
Sectons 17053.7 and 24330 of the Revenue and Taxation Code.

(11) The California Work-Site Education and Training Program,
as authorized by Chapter 2.7 (commenecing with Section 9900) of
Part 1 of Division 3.

(12) The State Service Center Program, as authorized by
Executive Order 66-11, July 1966.

(13) The Job Agent Program, as authorized by Article 3
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{commencing with Section 9700) of Chapter 3 of Part 1 of Division
3.

(14) The Youth Employment and Development Program, as
authorized by Chapter 2.5 (commencing with Section 9800) of
Division 3.

{15} Reemployment Assistance for Displaced Workers, as
authorized by Chapter 2.8 (commencing with Section 9950) and
Chapter 2.9 (commencing with Section 9970) of Part 1 of Division 3,
and Section 14035.4 of the Government Code.

(16) Adult Education, as authorized by Chapter 10 (commencing
with Section 52500) of Part 98 of Division 4 of Title 2 of the Education
Code.

(17} Vocational education programs subject to the reporting
requirements of the federal Vocational Education Act.

(18) The California Educational Opportunity Grant Program, as
authorized by subdivision (c) of Section 69532 of the Education
Code.

(19} Vocational education for innmates of correctional institutions,
as authorized by Article 6 (commencing with Section 1120) of
Chapter 3 of Part 1 of Division 2 of the Welfare and Institutions Code,
and by Sections 2054, 27186, and 5031 of the Penal Code.

(20) The California Conservation Corps, as authorized by Division
12 {commencing with Section 14080) of the Public Resources Code.

(21) Apprenticeship programs, as authorized by Chapter 4
{commencing with Section 3070) of Divisicn 3 of the Labor Code.

(22) The Employment Training Program, as authorized by
Chapter 3.5 (commencing with Section 10200) of Part 1 of Division
3.

(23) Economic and business development programs and services,
as authorized by Part 67 (commencing with Section 15310) of
Division 3 of Title 2 of the Government Code.

(24) The Smali Business Development Program, as authorized by
Part § (commencing with Section 14000) of Division 3 of Title 1 of
the Corporations Code.

(25) The business and indusirial development programs, as
authorized by Division 15 (commencing with Section 32000) of the
Financial Code.

(26) The Industrial Development Financing Program, as
authorized by Title 10 (commencing with Section 91500) of the
Government Code.

(27) Child care services provided to permit parents to be
employed or participate in training, as authorized by Chapter 2
(cormmencing with Section 8200) of Part 6 of Division I of Title 1 of
the Education Code. .

(28) Income maintenance programs for persons who would be
employed but for a lack of employment opportunities, training, child
care, or vocational rehabilitation, as authorized by Chapter 5
{commencing with Section 110} of Division 1, and Division 4




